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Abstract
Organization X is a private, for-profit post-secondary institution that has for the past few years
been experiencing a high rate of attrition, primarily with its international students. International
students make up a large percentage of Organization X’s total on-campus student population.
The organization operates in a traditional hierarchical environment where decisions are made
from the top and are passed down to those at the lower levels of the organization. This
hierarchical structure has made it difficult for the organization to pivot when challenges arise
because it does not allow for flexibility and diversity in the decision-making process, which
exacerbates the challenges facing the organization. In addition, the organization does not
currently have the supports necessary to address the specific needs of its international students.
Functionalism sees society as an organism where all parts work together for the betterment of the
whole. If something disrupts the equilibrium, adjustments must occur to regain it. The
equilibrium of Organization X has been disrupted by a sudden influx of international students.
The chosen solution introduces both a structural and cultural change within the organization, to
increase the levels of support for international students and add diversity into the decisionmaking process. This will lead to increased retention of international students. This Organization
Improvement Plan identifies the problem, defines the future state of the organization, and uses
the situational, team, and connective leadership approaches to steer the organization from its
current state to its desired future state.
Keywords: attrition, retention, situational leadership, team leadership, connective
leadership, cultural change, structural change.
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Executive Summary
This paper is the culmination of work completed over the course of the Doctor of
Education program and provides insights into and solutions for addressing first-year international
student attrition at Organization X. Historically, post-secondary institutions have faced
challenges with retaining their students and have been forced to put measures in place to combat
this challenge. Organization X is one such institution dealing with student attrition, and its
supports have lagged behind student enrollment, thereby placing enormous pressure on current
organizational resources to adequately support students.
Chapter 1 of the Organization Improvement Plan (OIP) introduces the organizational
context and how it is shaped by political, economic, social, and cultural contexts. These contexts
ultimately give rise to the problem of practice (PoP), which focuses on Organization X’s
inability, given current circumstances, to address first-year international student attrition. Since
Organization X is a private institution, it relies primarily on finances procured from students who
attend the institution. International students pay significantly more than their domestic
counterparts for the same education, and with a high percentage of students attending the
institution being international, losing them at a high rate is problematic. Similarly, “recognizing
that factors exist over which the institution has little control does not assuage the devastation to
instructors whose students drop out” (Pezzullo, 1978, p. 4). Given the issues surrounding
attrition, the PoP is framed using a literature review and PEST factor analysis that outlines
possible determinants of international student attrition, including education, finances, and peer
support, to name a few. The leadership focused vision for change articulates the current and
future state of the organization, and organizational change readiness supports the fact that
Organization X still has work to do to be ready to undertake substantial change.

iv
Given the myriad of issues that international students face when coming to a new country
for educational attainment, it is important that Organization X has a structure in place that can
support the growing number of students and issues. If not, many students will continue to
“encounter a revolving-door educational experience that encourages them to terminate higher
education enrollment long before completion of institutionally-sanctioned programs of study”
(Undefined, 1973, p.1).
Chapter 2 of the OIP introduces the leadership approaches to change, including the
situational, team, and connective leadership approaches, and Kotter’s (2012) change model as
the framework for leading change. The organization is critically assessed for change readiness
and areas of improvement are identified, leading to three possible solutions to address the PoP:
creating a student-centered approach; creating a selective admissions process; and staff training
and development. A fourth solution, a combination of solutions one and three, was chosen as the
best approach to addressing the PoP, including incorporating structural and cultural changes that
will position Organization X to support the specific needs of its international students.
Ultimately, there is no one structure that can address all issues; however, the organizational
structure needs to be flexible enough to pivot when new issues are realized so that international
students can be supported and aid in retention. Ethical considerations are also explored given the
competitive nature of the educational environment and the need for private institutions to
compete for market share.
The OIP outlines changes that Organization X will make to ensure that it is able to
adequately support its international students, including identifying the problem, defining the
desired state, and highlighting the path to get there. Chapter 3 of the OIP introduces the change
implementation plan, which highlights Organization X’s path to effective change
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implementation, and the goals of the OIP given the solution proposed in Chapter 2. Methods of
monitoring and evaluating the change implementation plan are introduced to ensure that the
proposed solutions stay on track and ultimately lead to success. Change within an organization,
no matter how large or small, creates angst due to the uncertainty surrounding the change.
Therefore, communication is an important part of reducing angst and increasing the likelihood
for successful change implementation. A plan to communicate the need for change and change
process is articulated and involves communication at all levels of the organization, including
digital and visual communications.
Given the current issues surrounding the global pandemic, with programs online and the
physical school environment closed until further notice, Organization X has an opportunity to
adequately prepare to support its international students when they return to the classroom.
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Chapter 1: Introduction and Problem
Chapter 1 of this Organization Improvement Plan (OIP) briefly introduces the
organization, including its history, mission and values, and the leadership position and lens
through which it is viewed. The Problem of Practice (PoP) will also be stated and framed using a
theoretical framework and Political, Economic, Social, Technological (PEST) analysis. Finally,
guiding questions emerging from the PoP are explored; the leadership vision for change is
articulated; and Organizational Change Readiness is assessed.
Organizational Context
Organization Z is a pan-Canadian, for-profit organization that owns and operates two
private post-secondary institutions: Organization X and Organization Y. Organization X, which
was founded in 2004 and forms the basis of this Organization Improvement Plan (OIP), operates
across Canada, with its head office located in Ontario.
After opening its operations entirely online in 2004, and with the drive to build a national
post-secondary institution across Canada, in 2007, Organization X acquired an Ontario-based
post-secondary institution and three undergraduate degree programs. In 2012, the Board of
Governors approved a strategic initiative to achieve degree consent in British Columbia and, in
2015, it received consent to offer a degree program with specializations. By 2017, the institution
opened its first bricks and mortar campus in British Columbia. Later that year, the Ontario
ministry granted consent for Organization X to deliver a degree program, and in an
amalgamation with its Ontario-based post-secondary institution, it acquired additional
undergraduate degree programs. Since then, Organization X has grown to delivering eightdegree programs across three provinces to almost 12,000 students, including more than 4,000
international students, 400 staff, and 600 faculty.
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Organization Mission, Vision, Values and Goals
Organization X’s mission is to provide access to rigorous and flexible professional
curricula in areas that are personally rewarding for students (Organization X, 2020). Though the
organization has no stated values, its vision is to build a national post-secondary institution that
provides flexible, rigorous, career focussed, and practitioner-oriented degree programs, leading
to professional careers that are personally rewarding and contribute to the betterment of society
(Organization X, 2020). This mission and vision drive the organization’s academic identity and
brand awareness both nationally and internationally.
Political Context
Organization X is a bureaucratic organization that relies on Board of Governors’ approval
and senior leadership recommendations to assist the organization in its pursuit of its mission and
vision. Historically, private institutions have operated in a political climate where they were
viewed negatively by publicly funded institutions, including the government. While many of
these institutions no longer exist, what remains is the questionable recruitment practices that
have long plagued for-profit institutions (Bailey et al., 2001; Beaver, 2012). As a result of this
prevailing trend, ministries of education have created strict policies to supervise recruitment at
for-profit institutions. This oversight ultimately makes it difficult for many private postsecondary institutions to compete for market share with their public counterparts in an already
crowded educational landscape.
Operating in different provinces presents a challenge for Organization X to navigate
provincial policies and procedures and creates the need to be nimble to adjust to the changing
political landscape. When elections occur, or governments make changes to their existing
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structures, there is often a change in priorities. This puts a strain on educational institutions and
impacts Organization X’s ability to carry out its mission and achieve its vision.
Economic Context
Organization X is a business that aims to provide quality education for all its students and
strives to do so while generating a profit. As a for-profit institution, Organization X does not
receive funding from the government; therefore, without this dual focus of quality education and
the profit motive, Organization X cannot compete with other post-secondary institutions and
would cease to exist like many others before it. International education plays a monumental role
in the economic prosperity of Canada (Building on Success: International Education Strategy
2019-2024) and Organization X. In fact, international students in Canada spent approximately
$21.6 billion on tuition, expenses, and accommodations in 2018 (Building on Success:
International Education Strategy 2019-2024). Organization X’s economic stability currently
hinges on its ability to attract, enroll, and retain international students, as approximately 85% of
its on-campus student body comprise international students. Given the importance of this student
demographic to institutional success, COVID-19 has created a difficult financial situation for
institutions all around the world as restrictions placed on international student travel has hindered
global mobility. This restriction has led to lower enrollments and loss of revenue for
Organization X and the Canadian economy.
Cultural and Social Contexts
Organization X has a diverse administrative staff, faculty, and students. With a diverse
group of individuals comes diversity in thought and a level of creativity that is not always
welcomed by members at all levels of the institution. The organization tries to emphasize
collaboration, but this is done through its hierarchical structure, which can often hinder the
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organic flow of ideas and intimidate lower level employees. Organization X is a traditionally
white, male-dominated organization at its most senior levels, which sometimes makes it difficult
for issues of diversity, equity, and inclusion to be critically interrogated and explored. This needs
to be investigated and addressed.
As is expressed in its mission, Organization X’s programs are created with the aim of
preparing students to become productive members of society. To accomplish this, Organization
X invests in faculty scholarly activity and professional development aimed at informing
pedagogy and research, thereby creating a way for qualified faculty to prepare students for
educational success. This prepares graduates to obtain jobs within their field of study and
contribute holistically to society.
Established Leadership Approaches, Practices and Organizational Structure
Political, economic, social, and cultural contexts have a monumental impact on
Organization X’s operations, including its leadership. First, the dual motive of providing quality
education while generating a profit requires a leader who understands academic governance and
is also business savvy. This means understanding programs in Canada and around the world that,
if offered by Organization X, will generate both domestic and international student interest and
enrollment, while simultaneously ensuring that the organization is prepared to support the needs
of its students once they enroll in the program.
Organizational Structure
Organization X operates within a traditional, hierarchical structure starting with senior
leadership and executives to general employees. The organization is led by the president/chief
executive officer, a dual role that incorporates both the running of an institution of higher
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learning and a business. Since the organization operates across Canada, each campus has its own
leader: a campus vice-president.
Campus vice-presidents are the academic leads for the institution in each province and
are tasked with creating a climate that will foster healthy academic learning for all students. They
are also the administrative leads of their respective campus and must ensure that administrative
functions such as enrollment, retention, and student satisfaction meet the organization’s stated
goals. In British Columbia, there is a clear distinction between academic governance and
operational leadership. The vice-president is the primary advocate and institutional spokesperson
in British Columbia and leads the institution’s operations in Western Canada, including business
development, enrollment, retention, student placement, new program development and
expansion into new territory – a business-oriented role. The campus is supported by a program
director who is the senior academic officer for the campus. The program director organizes and
manages academic operations, academic governance structures, and all aspects of due process
(student appeals, complaints, faculty, and staff issues as per Organization X’s policies and
procedures). The differentiation between the roles of the program director and the vice-president
ensures a bicameral governance model whereby business and academic decision-making does
not reside in the hands of a single individual and therefore creates a distinct separation of
powers. Like most hierarchical post-secondary educational institutions, the organization is
separated into specialty departments overseeing both administrative and academic functions and
led by administrative directors and/or managers. All other faculty and staff fall under these
departments.
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Established Leadership Approaches and Practices
The president/CEO leads the organization using a participatory leadership style, which
involves consulting with subordinates and giving them the opportunity to participate in decision
making within the organization (Banjarnohor et. al, 2018). The president employs a leadership
approach that values the input of everyone involved. For example, the Academic Council is
chaired by the president and has representation from faculty and students. Similarly, the
Operations Forum comprises staff representation from all departments and aims to inform
administrators of operations-related initiatives within the organization. Since participatory
leadership fosters communication and collaboration among people at all levels of the
organization (Banjarnohor et al., 2018), those leaders who embody a participatory leadership
style tend to have staff who have a greater level of satisfaction within the organization and stay
for a longer time than those who do not. The participatory leadership approach also creates an
environment where human service initiatives can thrive (Vito, 2020).
Although used extensively and effectively at the presidential level, the participatory
leadership approach does not advance to other departments within the organization as an
overarching organizational leadership approach. Individually, senior leaders, directors, and
managers all employ a different leadership approach to resolve issues. In many ways, this
impacts the productivity and reliability of departments in dealing with the myriad of issues,
especially for international students. Mid-level managers within the organization should be
accountable to their staff to ensure that an inclusive and participatory environment exists where
ideas are shared to address various institutional needs. Those who use elements of destructive
leadership need to be held accountable for their negative impacts on staff and organizational
productivity.
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Overall, the mission, vision, context, leadership approaches and organiational structure
all define the organization by determining why and how decisions are made and by whom, which
ultimately determines issues management and resolution. Leadership approaches must be
established across the organization to assist with the decision-making process.
Leadership Position and Lens Statement
The position of an employee within an organization disctates their sphere of influence
within that organization; therefore, it is imperative that I position myself within the organization.
This section will highlight my agency, scope of authority, and my personal lens to educational
leadership practice.
As the associate director of government affairs, I hold an institutional compliance, ethics,
and reporting role within the organization. The associate director reports to the director of
government affairs who reports to the president. This role works with departments within the
organization to facilitate federal and provincial reporting on the institution’s operations. The role
is jointly responsible for new program submissions, the continued renewal of academic
programs, and international student re-designations, which involves the consent for the
institution to enroll international students. The associate director’s role is so positioned to act as
the pulse of the organization and be able to thwart any potential institutional concerns before
they become federal government or provincial ministry concerns.
Each year, Organization X must report to the ministries of education in British Columbia
and Ontario on various key performance indicators (KPI), including student enrollment and
student attrition. The responsibility of the associate director of government affairs is to report on
these KPIs, note any potential ministry concerns, and work across the institution to put strategies
and tactics in place to ensure that ministerial issues are resolved. The associate director leads
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initiatives and coordinates with a myriad of stakeholders to accomplish these specific objectives
within the organization.
In 2019, Organization X’s institutional reporting in BC, which outlines the institution’s
performance as per the ministry and includes any concerns with its operations, pointed to a high
rate of attrition among its student body population of which approximately 85% is international.
Upon further investigation, Organization X noted that 32% of its international students in BC
dropped out by the end of the first year. This report prompted Organization X to take a close
look at its ON-based international students, which showed that international students also left the
institution by the end of the first year at an alarmingly high rate (32%). To combat the issue of
international student attrition, the president formed a task force headed by the associate director
of government affairs. The associate director’s role is to lead a capable and experienced team of
institutional leaders, coordinate between them and among members of the organization, to ensure
a reduction in first-year international student attrition. This task force will be comprised of
campus vice-presidents, program directors, senior vice-presidents, and administrative directors.
Given this explicit aim, the associate director must be a situational and connective leader and
work across the organization to build connections, camaraderie, and success.
The Situational Leadership Approach
The Situational Approach, developed by Hersey and Blanchard, asserts that it is
appropriate for leaders on different occasions to use differing styles depending on the specific
problem or circumstance (Hersey & Blanchard, 1982). Situational leaders also focus on directing
and empowering others around them to achieve an objective or goal (Sims et al., 2009). As a
leader employing the situational approach, I ensure that all staff work together to resolve issues
within the organization; however, when staff need assistance, I will choose to direct and
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empower when necessary to ensure that objectives are met and goals are accomplished. Overall,
the situational approach dictates that there is no single way to lead teams, as it is important for
the leader to choose the best way to lead in each situation depending on the readiness of
followers (Shaukat & Sikander, 2018). As a leader within a fast-paced, private post-secondary
institution, understanding that different situations may require a different leadership approach is
necessary to lead others to fulfill organizational objectives and goals.
The Connective Leadership Approach
Connective leaders focus on connecting individuals, groups, and community to goals
(Lipman-Blumen, 1992,1996). They value diversity and are concerned with service to others, not
themselves (Lipman-Blumen,1992;1996). The aim of connective leaders it to build community
and create a sense of belonging for members within an organization, increasing communication
and diversity of thought so that staff members can work well together (Kezar & Wheaton, 2017).
Through a connective leadership approach, I will lead the task force and ensure that members
work well with each other and their staff to increase communication, encourage differences in
opinions, and focus on team leadership rather than the individual leader (Kezar & Wheaton,
2017). Ethics is an important component of the work within Organization X. Connective leaders
lead from an “ethical core” (Lipman-Blumen,1996, p.18), meaning that they value the role that
ethics plays in their decision-making. Being an ethical leader is of paramount importance to me,
especially working in a private post-secondary environment where institutional operations are
heavily scrutinized for non-ethical conduct.
As a leader using both situational and connective leadership approaches, I attempt to
assess employees’ strengths and weaknesses and put them in positions that enable them to be
successful given the tasks, objectives, and goals to be accomplished. I also value diversity in
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thought and hold the belief that everyone at the table brings their own unique perspectives. No
comments or concerns should be excluded. The need for a unified plan to address international
student attrition will take collaboration with people across the organization. Diversity is an
untapped strength within the organization that is infrequently used because most diversity is
found in non decision-making roles within the organization. A connective and situational leader
will tap into this potential by fostering agency when necessary within the change process.
I wholeheartedly subscribe to both leadership approaches and believe that they will be
useful in leading Organization X to its stated goal of reducing first-year international student
attrition. Given my role as the leader of the president’s task force, I have the power to make
decisions impacting the morale, unity, and overall productivity of the task force. I will ensure
that members are unified in achieving the stated goals and, by using my influence as the leader,
will steer the team appropriately while using the strengths of each member to achieve a positive
international student and organizational outcome.
Leadership Problem of Practice
The Problem of Practice to be addressed is the high rate of attrition among first-year
international students at a private post-secondary institution in Ontario, Canada.
Institutional leaders often try many strategies to keep students as active members of the
institution; however, many of these strategies tend to overlook the specific needs of each student.
International students come to Canada with high hopes and expectations of quality education and
a better life (Canadian Bureau for International Education, 2018). While here, students often
encounter issues that cause them to take leaves of absence and ultimately withdraw from school,
leaving the students at risk and the institution financially disadvantaged. From 2010 to 2019,
there was a 185% increase in the number of international students studying in Canada, and
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between 2018 and 2019 there was an increase of 13% (Canadian Bureau for International
Education, 2019). As it is estimated that international enrollments will account for 20% of all
post-secondary enrollments in Ontario by 2022 (Maru, 2018), and that Canada intends to double
its international student base by the same timeline (Canada’s International Strategy, 2014), it
becomes increasingly necessary for focus to be placed on reducing international student attrition.
As Sundy (2017) states, “with student numbers rising rapidly, institutions have come to
understand that just getting students to enroll is not enough. Institutions need to keep them
enrolled” (p. 2).
Increasing attrition rates in private post-secondary institutions is not a new phenomenon,
but it is one that consistently needs to be explored and revisited (Scoggin & Styron, 2006). In
fact, student departure from post-secondary institutions has been one of the central topics of
concern discussed widely by policymakers, institutional personnel, and educational researchers
at various levels (Ishitani, 2006). According to Brawer (1996), about 50% of university students
drop out before completing their programs; and roughly 20-25% of all first-year students do not
proceed to a second year of study (Finnie & Qiu, 2009; Grayson & Grayson, 2003). For
Organization X, approximately 32% of its international students drop out before the end of the
first year, causing major issues economically, socially, and culturally for the institution. Once
students complete their first year in university, they are statistically less likely to drop out (Finnie
& Qiu, 2009).Given the significant barriers to entry that international students face undertaking
post-secondary education in a new country, they need to be supported throughout all facets of
their educational journey. By adequately supporting its international students, Organization X
will be able to reduce first-year international student attrition and increase long-term student
success.
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Framing the Problem of Practice
This section situates the problem of practice into a broader contextual framework, which
will include a historical overview of the problem, a theoretical framework, and recent literature
using a PEST analysis.
Historical Overview of the Problem of Practice (PoP)
This Problem of Practice (PoP) builds upon a concern about how to adequately support
the organization’s growing international student population. Organization X received consent by
the government through its International Student Program (ISP) designation process in ON in
2015 and Education Quality Assurance (EQA) process in BC in 2017 to enroll international
students. From 2017 to 2019 inclusive, the institution had a significant increase in international
student enrollment, particularly in 2019, and is expected to continue to grow at a rapid pace. The
concern regarding attrition surfaced in 2018 but escalated in 2019.
Figure 1
International Student Enrollment 2017-2019

International Student Enrollment
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This increase in international students has created the need for Organization X to support
its growing international student population. Internal discussions surrounding international
student attrition highlight several dropout determinants, including lack of financial support for
international students; lack of immigration support; lack of extracurricular activities for
relationship building; and in some instances, the academic rigour is a major factor. Formal
research must be conducted to gain a better understanding of the dropout determinants within the
organizational context so that they can be addressed. Without adequate supports to tackle the
myriad of international student concerns, the current organizational structure does not offer the
flexibility to retain them, leading to a high rate of international student dropout.
Theoretical framework
Given the need within Organization X to tackle the issue of international student attrition,
a functionalist perspective, which is focused on order and stability within an organization and a
cultural lens will be explored. Functionalism, which has its origins in the work of Emile
Durkheim, is a framework that “views society as a complex, interrelated system used for creating
unity and permanence” (Elliot, 2020, p.102) and “is characterized by a concern for providing
explanations of the status quo, social order, consensus, social integration, solidarity, need
satisfaction and actuality” (Burrell & Morgan, 1979, p. 26).
Organization X has several offices that play an integral role throughout the student
lifecycle which, for the organization, represents three phases: admissions; enrollment; and postenrollment. During the admissions phase, students receive admissions letters and provide several
required documents needed to fulfill admissions requirements prior to enrollment. During the
enrollment phase, students pay fees and work with program and academic advisors to receive
and understand their programs of study. During the post-enrollment phase, students are active
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members of the school community, go to classes, participate in student body activities, and gain
access to accessibility and other supports. Although several offices have their individual
mandates, they must work together to ensure that students are supported throughout the student
lifecycle.
Organization X is a top-down organization consisting of mutually dependent
departments. Once there is a change in tasks, there needs to be a change in the composition of
organizational knowledge, skills, or actors to meet the demand (Elkjaer, 2017). If departments
throughout the student lifecycle are ill-prepared or ill-equipped to support students, it will lead to
discontent and increase the likelihood that students will leave and go to another institution where
their needs will be addressed.
As organizations grow, they become more complex and need structure to function
(Tsoukas & Knudsen, 2005). Organization X will choose the structure that allows it to best
support its international students, which will include specialization and division of labour as it
allows organizations to increase efficiency and enhance performance (Bolman & Deal, 2017).
Given the need for efficiency and enhanced performance among various departments along the
student lifecycle, it may be necessary to create specialized units within the organization tasked
with addressing the myriad of concerns, issues, or circumstances that international students face
when beginning a new program in a new country.
Culture also plays an integral role in the operations of organizations. According to Schein
(2004), culture is the basic assumptions by a group, including its customary beliefs, language,
and religion, that is considered to be valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel. Organization X has an organizational culture where very
few people participate in the decision-making process. Once culture within an organization has
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been developed, it dictates how people within the organization function as they fulfill tasks
towards goals. This creates a problem for Organization X because employees may not see
themselves as being able to influence the decision-making process and, as a result, may be
reluctant to participate by giving their informed opinions on situations impacting the
organization.
The lack of diversity in the decision-making process can sometimes lead to a lack of
diverse thinking, which can be detrimental to organizational decision making. This PoP shows
how organizational culture impacts decision making, which ultimately impacts staff behaviour
and performance in relation to international students. Schein (2017) posits that culture is the
construct of a learning process within the organization that is only partially influenced by its
leaders. However, when organizational culture is threatened, leaders must intervene to stabilize it
because culture defines the way the organization operates. Although Organization X is diverse,
the lack of diversity in the decision-making process makes it more difficult to adequately support
international students who themselves have diverse needs when coming to a new institution
within a new country. Ultimately, leaders must address both cultural and structural issues within
the organization to adequately support international student retention.
Literature Review & PEST Factor Analysis
Retention is defined as the ability for an institution to successfully graduate the students
who initially enroll at the institution (Seidman, 2005). Villella (1986) posits that “the transition
period from freshman to sophomore rank is often presented as the most critical time in the
retention effort, the assumption being that freshmen are especially vulnerable to academic and
social pressures” (p. 222). Being able to retain international students begins with an
understanding of the issues that affect them and create an environment for them to drop out.
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There are several political, social, economic, technological, and cultural factors
confronting international students as they attempt to acclimate to a new country. These factors
impact their decision to leave the institution and, if not mitigated by Organization X, lays the
foundation for discontent. The post-secondary environment continues to see greater numbers of
students enrolling who need increasing levels of student support, thereby leaving institutions
needing to find solutions to ensure retention and student success (Summers, 2003). Some of
these factors are addressed below.
Political Factors
Organization X is a private post-secondary institution that relies heavily on international
student enrollment. With COVID-19 restrictions by the federal government, international student
enrollment has declined and attrition within programs has increased further. If restrictions remain
in place, Organization X is likely to see this trend continue to the detriment of the institution.
Simultaneously, international student fees charged by Organization X are impacted since the
services that would normally be afforded to international students on campus have currently been
suspended, causing the institution to remove those fees from their student account balances.
Similarly, the federal government has mandated that, in preparation for international student reentry into Canada, institutions develop a readiness plan. This plan has burdened the resources of
Organization X and placed undue stress on international students seeking to re-enter Canada, as
many of them will have to share the costs of accommodations.
Provincial and federal government policies and regulations continue to make navigating
the education sector a challenging one. To increase enrollment, Organization X’s undergraduate
programs are non-competitive, meaning that students who meet the minimum academic
standards for entry will be admitted into the program. Those who do not meet the general
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admissions standards can be admitted conditionally under certain circumstances. This noncompetitive standard allows international students who may not be prepared to take on the
academic rigour of post-secondary studies to be admitted into a program, thereby increasing the
likelihood of dropout. More selective institutions choose students who are better prepared given
their family backgrounds, exposure to expectations of college, and level of academic preparation
(Seidman, 2005), thereby increasing their likelihood of success. Although selectivity influences
the numbers of students that Organization X will be able to attract and enroll, it will also lead to
better prepared students and increased retention. Conversely, Organization X can put adequate
supports in place to increase the likelihood of retention, given current policies and practices.
Economic Factors
International students through education provide a large financial contribution to the
Canadian economy. This includes the payment of tuition and international student fees that are
significantly higher for them than their domestic counterparts. According to the Canadian Bureau
for International Education (2014), roughly 50% of international students experience financial
issues during their post-secondary studies. These students find it difficult to pay all related fees
associated with their education and often frontload their finances to get through a year.
International students attempt to undercut these financial issues by working; however, this may
also be detrimental to their academic productivity. Since international students cannot access
government financial aid, their inability to pay their educational expenses impacts their ability to
stay at the institution and persist to graduation (Tinto, 2004). Income is significantly correlated
with withdrawal, such that the lower the income the more likely that students will withdraw from
school (Burgess, 2008). Organization X attempts to address this financial need by offering
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tuition bursaries and a few scholarships to international students; however, the need continues to
exist.
For Organization X, international student tuition and related fees make up a large portion
of the institution’s finances. Without the ability to host international students on-campus in
Canada, the loss of financial capital will be detrimental to the institution’s operations over a long
period of time and may even result in it closing operations entirely.
Social and Cultural Factors
Family education and background play important roles in predicting student outcomes,
including attrition. Grayson (2011) defines “first generation” as students who are the first in their
families to attend university. According to Sundy (2017), “first-generation college students are at
higher risk of leaving an institution and less likely to complete their college degrees in a timely
manner than their counterparts” (p. 2).
In 2018, more than 50% of all international students arrived in Canada from two
countries: China and India (Building on Success: International Education Strategy 2019-2024;
Canadian Bureau for International Education, 2018). For Organization X, approximately 85% of
its international students are from India, creating a scenario where culture plays an integral part
of the international student experience. The Hofstede Model provides six dimensions of national
cultures: power; uncertainty avoidance; individualism/collectivism; masculinity/femininity;
long/short term orientation; and indulgence/restraint (Hofstede, 2011). The model, though it
includes a gender binary which may be potentially contentious, may provide valuable insights
into understanding how background and culture influences international students’ abilities to
function within a new environment.
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The Uncertainty Avoidance Dimension examines the degree to which members of a
society are uncomfortable or face stress due to uncertainty or ambiguity (Hofstede, 2011).
Though Hofstede’s model points to Indian culture having a medium low preference for avoiding
uncertainty, first-generation students lack the guidance and advice from someone in their family
who has successfully completed post-secondary education and are often more susceptible to
culture shock. The angst created from the uncertainty around post-secondary education, coupled
with other factors introduced in this section, creates an environment conducive to international
student dropout.
Peer-to-peer support also plays an important role in international student retention.
According to Fleming et al. (2005), “peer-to-peer interactions, a major stimulant within the
college environment, build the support base for success at the collegiate level” (p.2). For
international students, peer support allows for acclimation to a new environment. Peer
interactions and support reduce the feelings of anxiety and isolation born of being in an
unfamiliar social environment (Fleming et al., 2005). It also reduces the conflict between prearrival expectations and on-campus reality (Schulmann & Choudaha, 2014). It is this social
integration that is paramount to ensuring that students feel a sense of belonging within the
educational environment (Schulmann & Choudaha 2014). Seidman (2005) states that “social
integration, not academic integration, is the key to understanding student departure” (p. 24).
Organization X needs to ensure that international students have the necessary peer support to
acclimate to their new environment and increase the likelihood for retention. This may include
increasing access to extracurricular activities such as clubs and sports.
Academic preparedness also plays an integral role in international student retention.
Students who undertake post-secondary studies do so at different levels of academic
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preparedness, especially when they are from different countries. Educational systems in different
countries prepare students differently. This makes it challenging for international students to
enter a new country and be able to excel academically without adequate supports. According to
Fleming et al. (2005), “upon leaving high school, students encounter a new educational
environment and, with the skillsets developed previously, must apply the information they learn
to a more expansive and intensive experience” (p.2). Post-secondary education challenges
students to think outside the box and apply previous knowledge. When students are not
academically prepared and the institution is not prepared to offer supports that may help to
bridge the education gap, this will negatively impact students’ persistence (Guthrie-Clarkson,
2018).
Technological Factors
The use of technology is increasing in post-secondary education. Students are expected to
use technology to attend classes, access educational content, and submit assignments.
International students have various technological challenges, from unfamiliarity with certain
types of technology to the inability to access the internet, specific sites, and content in their home
countries, all of which impacts their ability or perceptions of their ability to be successful in their
studies (Rodd & Coombs, 1998). This issue of accessibility has been exacerbated by COVID19. As institutions were forced to move to alternative forms of delivery, including synchronous
and asynchronous learning, the use of technology increased dramatically. Given that many of
Organization X’s international students are from Asia, government policies regarding the use of
technology in some home countries are restrictive and creates a barrier to student learning.
International students accustomed to in-person courses and are now moved online may find it
difficult to access educational content from their home countries, leaving them at risk of failing.
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Many students take a leave of absence or withdraw from their programs entirely, as technical
difficulties decrease learning and become an obstacle to success (Sitzmann et al., 2010).
Organizations must be equipped to notify and educate students on the types and uses of required
technology to ensure their success. Similarly, some programs are less amenable to online
learning and create even greater issues for Organization X, potentially leading to both a decline
in international enrollments and an increase in attrition (Statistics Canada, 2020).
Understanding the determinants of attrition plays an important role in Organization X’s
ability to support and retain its international students. Information kept on drop-out determinants
of international students for Organization X are anecdotal at best. Student attrition is reported at
the program and institution levels; however, the reporting fails to capture the complex needs of
the international student experience. To adequately support international students, Organization
X needs to understand the international student experience and create cultural and structural
changes aimed at providing for their specific needs.
Guiding Questions Emerging from the Problem of Practice
There are several areas of inquiry derived from addressing first-year international student
attrition at Organization X; however, there is a major challenge. COVID-19 has created a unique
situation where there are restrictions on international student travel to Canada. These restrictions
leave most international students unable to either start or continue their studies in Canada.
Designated Learning Institutions (DLI) are schools that have been approved by the federal and
territorial governments to host international students. DLIs must create and submit an
institutional readiness plan to be approved by the provincial ministries of education, federal
government, and health authorities before they can begin accepting international students during
these restrictions. This plan includes, but is not limited to, information on how the DLI intends to
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meet students at the port of entry, ensure that they observe the 14-day quarantine requirement,
and have a robust case management plan in case of an outbreak. This plan poses major issues for
institutions, including Organization X, that do not own dormitory facilities on campus, including
significant additional costs for both the institution and international students. With the continued
uncertainty surrounding COVID-19, there is a trend of fewer international student enrollments
and higher rates of attrition for Organization X.
Even in the face of such a significant challenge, there are opportunities to address the
problem of practice. The following three guiding questions have arisen: why do international
students drop out at the post-secondary level; what programs are seeing a greater level of
international student attrition and why; and what is the institution currently doing to address the
issue of international student attrition.
Why do international students drop out of post-secondary education?
International students are not a homogeneous group and, though most who attend
Organization X have their origins in India, the various challenges that they face may be similar
in some instances and very distinct in others. To support international students who are leaving
the institution at a high rate, the institution must assess and address what precipitates them
leaving. Only after inquiry into why international students drop out at the post-secondary level
can we truly address those issues and increase the likelihood for them to stay at Organization
X.
What programs at Organization X are seeing a greater level of international student
attrition and why?
This is important for understanding the dynamics of the international student experience
and exit. The business programs at Organization X tend to have a greater number of
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international students than other programs; however, other programs tend to be more inflexible
than the business programs, thus creating more academic stress for students. This guiding
question requires assessment of programs to find and address challenges that may impact
international student retention. For example, are there course load or course sequencing issues
within specific programs that are creating a challenging educational environment for
international students?
What current institutional practices are being used to address international student
attrition?
Organization X currently has supports in place to assist its international students. Based
on anecdotal evidence, it is safe to conclude that these supports do not specifically address
international students’ needs to help them persist to graduation. Once current measures are
fully understood and effectiveness assessed, Organization X will be able to adjust to support
current and future international students.
The goal of the OIP is to ensure long-term student retention by reducing first-year
international student attrition on its campuses. With a leadership-focused vision for change,
Organization X can address its international student attrition and help students progress towards
graduation.
Leadership-Focused Vision for Change
Organizational leaders have the important task of creating, communicating, and leading
the vision for change. This vision includes a picture of the future and why it is better than the
current organizational state (Kotter, 2012). This vision clarifies the direction for change,
simplifies decision making, motivates staff, and helps to coordinate actions of different people
within the organization to accomplish organizational goals (Kotter, 2012).
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Current Organization State
Entry into Organization X’s undergraduate programs is non-competitive and, although
class sizes are capped at 20 students, there is no cap on the number of students the institution can
enroll in each semester. This means that additional sections are added to classes to accommodate
the large numbers of enrollments. Within the last two years, Organization X has seen a large
influx of international students such that it has created instability within the organization. This
instability can be seen in the institution’s inability to adequately support its international student
population as evidenced in how international student supports have lagged behind enrollments.
Organization X has committed to improving current supports and establishing new supports to
improve the international student experience, but those supports must account for the specific
needs of international students. McBride (1998) posits that “money spent on ensuring that
services to international students are good may be the best investment in a recruitment strategy”
(p. 31). The structure and culture that is currently in place cannot support the varying needs of
international students to retain them.
Envisioned Future State
The envisioned future state of Organization X is that of a fully functioning and structured
institution capable of supporting its large numbers of international students. This involves a
complete understanding of the international student experience, including factors that
specifically impact their likelihood to drop out and having the right people in the right places
within the organization to support international students when those factors are presented. Of the
utmost importance is to create a culture of inclusion, which includes having staff at different
levels and from various backgrounds come together to make meaningful contributions to
important organizational issues and create a sense of belonging within the organization, and
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implement a structure that does not stifle the organization. Organization X must be structured
enough to address the current needs of its international students but nimble enough to adjust
when additional factors impacting international students are highlighted. According to Graen
(2004), “organizational leadership must increasingly operate in the context of working
relationships that exist within and among companies that exhibit decreasing reliance on stable
hierarchy as the dominant organizational mechanism” (p.3). Organization X can no longer take a
one-size-fits-all approach to international student supports; after all, international students are not
a homogeneous group of individuals and bring with them a myriad of issues that may only be
applicable to a segment of the population at any given time.
In keeping with functionalism, supporting international students and making them part of
the institution’s school community involves goals, structures, values, people, and resources
coming together seamlessly for the betterment of both the institution and its students (Strange &
Hardy Cox, 2016). How institutions respond to the political, socio-economic, religious, racial,
and cultural diversity in their student population will directly impact their ability to sustain
themselves in a global society (Strange & Hardy Cox, 2016). Once Organization X addresses its
structural and cultural needs, it will be able to address international student attrition and retain its
students.
Priorities for Change
There are two priorities for change resulting from the PoP: cultural and structural change.
Cultural Change
Organizational culture refers to the “composite of the values, beliefs and norms expressed
in an organization’s actual practices and behaviors” (Atkins & Turner, 2006, p. 31). It is
connected to the business identity and, if positive, strengthens how the business operates
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(Boonstra, 2013). Culture is important to every organization and is a key component to creating
lasting and effective change, but it can also create or reinforce structural problems (Awbrey,
2005). To create a cultural change, Organization X must begin by involving people across the
organization to be part of the transition as cultural change is an interactive process (Boonstra,
2013). This cultural change results from Organization X’s need to adjust to the external pressures
in a changing environment but, to do so, the pattern of basic underlying assumptions about the
organization must be understood. Schein (2010) states that “the cultural assumptions that evolve
around how work is actually done are often the most important parts of an organizational
culture” (p. 60).
Managing diversity in decision-making is key to the institution’s organizational culture
because it allows for the maximization of employees’ contributions to organizational goals
without being hindered by group identities (Cox, 1993). This is a significant priority because of
the lack of diversity in decision-making positions within the organization. For most
organizations, representation of diversity, especially in the most powerful positions, is highly
skewed (Cox, 1993). Currently, approximately 17% of Organization X’s senior leaders identify
as non-white, while over 85% of its international students identify as non-white. In general,
Canada’s universities reflect a diverse group of students, including historically disadvantaged,
marginalized, black, adult, gay, lesbian, bisexual, transgender, queer, and questioning, to name a
few (Strange & Hardy Cox, 2016). To adequately understand student diversity, it will take a
group of individuals that include people with similar experiences who look and think like
international students. After all, “cultural change challenges patterns of behaviour and the way
things are done” (Boonstra, 2013, p.7). Change involves not only putting diverse people in
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positions of authority within the organization, but also empowering those who are not in
positions of power to give their input to help address international student attrition.
Addressing the PoP will take organizational cooperation at all levels, not just from those
who have the power to make decisions. This cooperation must be both encouraged and authentic.
Organizational culture changes, if done properly, leads to transformational change and creates
customer value (Boonstra, 2013), thus making it possible for Organization X to support
international students. Ultimately, when international student needs change within Organization
X, the new culture will push people to change their practices to meet those needs.
Structural Change
Structure is important to every organization (McPhee & Poole, 2001). Organization X has
a goal to retain its international students while international students have an interest in attending
an institution that can help them succeed academically with the least amount of undue stress.
Organization X needs a structure that can support international students. Until recently, there
were only a few Canadian colleges and universities that directly addressed the specific needs of
international students (Strange & Hardy Cox, 2016). Student success is not solely related to
student effort but is largely a function of how well the institution adapts to the needs of each
student (Strange & Hardy Cox, 2016). Without the structure in place to support these kinds of
international student-specific needs, it is unlikely that Organization X will be able to increase
retention. Therefore, a structural change is a priority for the institution to be able to support the
unique needs of its international students.
According to Awbrey (2005), “effective change cannot be achieved by replacing
structural change with cultural change. The goal is to overcome the penchant for seeing change
as an either-or process, either structural or cultural. Structure and culture are parts of the same
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whole” (p. 16). Organization X will only be successful in retaining its international students if it
reflects on existing practices and policies and use the knowledge gained to make informed
adjustments to provide equitable and appropriate services for its international students (Strange
& Hardy Cox, 2016).
Change Drivers
A change driver is something or someone who is the impetus for change within an
environment. There are both internal and external drivers of change that make it necessary for
Organization X to change its structure and culture to support first-year international student
retention.
Competition
The atmosphere among Canadian institutions to bring in international students is highly
competitive (Healey, 2008), with Canada having more than 300,000 international students at the
post-secondary level in 2019 (Canadian Bureau for International Education, 2019). The plethora
of post-secondary options across Canada puts pressure on Organization X to support its
international students or be prepared to lose them to other institutions that are better able to
provide the level of support that international students need. Not only is Organization X
competing with other Canadian institutions for international students, but they are also
competing with other countries that are actively pursuing international students. In recent years,
both traditional and emerging international competitors have invested more in marketing their
educational offerings to international students (Building on Success: International Education
Strategy 2019-2024).
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Regulation
Externally, regulations play an important role in the operations of Organization X. The
Ministry of Education has mandated that Organization X reduce its high student attrition rate.
This external pressure acts as a driver for change to ensure that the institution can adequately
support all its students, but specifically its international students who make up a high percentage
of the student population.
Finance
An internal change driver is the financial impact of losing international students who pay
significantly more money than domestic students for the same education. The higher the
international student attrition rate, the more money Organization X will lose. Given that
Organization X is a for-profit institution and does not receive government funding, the financial
impact can be detrimental to the organization’s sustainability.
Leadership
Senior leaders, directors, and managers within the organization are the driving force of
the change within Organization X. As a leader using a connective leadership approach, I will
work with leaders within the hierarchy to influence decision-making. At times, departments work
in silos because their directors or managers are not willing to work together. Connective leaders
reach across the aisle, mend differences, and forge community to achieve organizational goals
(Lipman-Blumen,1996). Only when leaders are united in change can effective change take place;
therefore, leaders are the key drivers for Organization X and must prepare the organization for
change.
The leadership focused vision for change will lead Organization X from its current
organizational state to one where it is able to effectively support its international students. By
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focusing on the structural and cultural changes needed based on the change drivers articulated,
Organization X will be able to accomplish its goal.
Organizational Change Readiness
Change readiness refers to the attitudes, beliefs, and objectives regarding change (Kenny
2016). Though organizations undertake change initiatives daily, about 70% of those initiatives
fail (Beer & Nohria, 2020). Change readiness is relied upon as a process for systematically
preparing the organization for the change to come (Cunningham et al., 2002), and is “the
cognitive precursor to the behaviors of either resistance to, or support for, a change effort”
(Abdel-Ghany, 2014, p. 298). Understanding the current state of an institution is vitally
important to understanding where the institution will be going (Leonard et al., 2018).
As post-secondary education is ever changing, senior leaders within Organization X must
have the aptitude to understand and ability to navigate this changing dynamic. Change readiness
is important to successful organizational change because it allows the organization and its
members a sense of psychological safety, calm, control, and identity (Abdel-Ghany, 2014),
which is important to addressing any organizational issue. There are several factors outlined
below that determine whether an organization is ready for change. Resource availability and
organizational flexibility and alignment, two of the factors that are plaguing Organization X, are
determinants of change readiness (Deszca et al., 2020).
Resource Availability
Resource availability is more about the institution’s ability to support its students given
the influx of international students over the last two years than the institution’s inability to
procure the resources to support them. Since international students have varying needs,
Organization X must be ready to support these needs to retain them. According to Strange and
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Hardy Cox (2016), “the paradox of educational practice is that each student is, paradoxically and
simultaneously: like every other student, like only some other students, like no other student” (p.
220). Support services must reflect this paradox.
Organizational Flexibility and Alignment
Organization X is very structured and rigid. This rigid environment makes it difficult for
the organization to pivot when issues arise. The influx of international students presents the need
for Organization X to be nimble and flexible to address their needs, which includes aligning
policies and procedures with organization goals. Change will only be made when leaders realize
that the existing alignment of the organization is hindering positive organizational performance
(Cawsey et al., 2016). This must be addressed before Organization X can make changes to
support its first-year international student retention efforts.
To assess change readiness, Judge and Douglas’ (2009) eight dimensions related to
readiness will be used. The eight dimensions are as follows: Trustworthy Leadership; Trusting
Followers; Capable Champions; Involved Middle Management; Innovative Culture; Accountable
Culture; Effective Communications; and Systems Thinking. “By considering what is promoting
and inhibiting change readiness, change agents can take action to enhance readiness” (Deszca et
al., 2020, p.113).
Trustworthy Leadership
Deszca et al. (2020) define Trustworthy Leadership as “the ability of senior leaders to
earn the trust of others and credibly show others how to meet their collective goals” (p.112).
Trust is an individual or common belief that another entity makes good-faith efforts to act
according to implicit or explicit commitments (Kramer & Tyler, 1996). Trust within an
organization is important for change to occur and is built over time based on the competence of
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the person doing the job (Cawsey et al., 2016). Change cannot occur without there being a
relationship between leaders and followers, which is usually accomplished through collectively
working to accomplish organizational goals.
Trusting Followers
Deszca et al. (2020), define Trusting Followers as “the ability for non-executives to
constructively dissent or willingly follow the new path” (p.112). Given the hierarchical structure
of the organization, once decisions are made by senior leaders, other non-executive leaders tend
to follow without much debate or criticism. This is not to say that they agree with the change.
Lower-level employees rarely ever participate in the decision-making process and, as such,
rarely have an opportunity to dissent. Organization X needs to work on this dimension by
involving lower-level employees into the decision-making process if it wants to be ready for
change. If not, it should be prepared for resistance during change implementation.
Capable Champions
An organizational change champion is a person at any level of the organization who is
capable of and has the skillset to initiate, facilitate, and implement change (Carter et al., 2013).
Organization X has already established as task force with the aim of addressing first-term
international student attrition. This task force will be the key champions of the organizational
change as most of the members have previously initiated, facilitated, and implemented change in
their own areas of the organization.
Involved Middle Management.
Deszca et al. (2020) define Involved Middle Management as “the ability for middle
managers to effectively link senior managers with the rest of the organization” (p.112). Middle
managers are the glue that holds the organization together. However, with lower level
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employees’ limited involvement within the decision-making process, middle managers must do
more to get input from their staff and relay it to senior leaders for consideration, thus facilitating
the link between both. This happens very infrequently within Organization X’s hierarchical
system and must be addressed to be ready for change.
Innovative Culture
Deszca et al. (2020) define Innovative Culture as “the ability of the organization to
establish norms of innovation and encourage innovative activity” (p.112). With the myriad of
needs that international students arriving in a new country have, an innovative culture is
necessary to address them. Innovation, however, is created through diverse thinking that will be
encouraged by senior leaders and garnered from all levels within the organization. Without this,
it will be difficult to address the PoP. This needs to be addressed within Organization X for it to
be ready for change.
Effective Communications
Deszca et al. (2020) define Effective Communications as “the ability of the organization
to effectively communicate vertically, horizontally, and with customers” (p.112).
Communication is important for any organization to be effective in the change process.
Organization X has effectively communicated through committees, such as its operations forum
and president’s addresses, which give updates on important and often innovative developments
across the institution. However, this communication tends to be top-down or horizontal in nature.
Organization X needs to be inclusive in its communication to allow lower-level staff to voice
their opinions and be involved in decision-making processes. Additionally, communication
between the institution an its international students needs to be improved to address the current
issue concerning attrition.
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Accountable Culture
Deszca et al. (2020) define Accountable Culture as “the ability of the organization to
carefully steward resources and successfully meet predetermined deadlines” (p.112). Given the
influx of international students and the fast-paced nature of the private post-secondary education
sector, this has been a challenge for the institution. While people are ultimately held accountable
for their inability to plan for and manage resources or meet deadlines, having an accountable
culture is important to addressing international student concerns to ultimately address the PoP.
Systems Thinking
Deszca et al. (2020) define Systems Thinking as “the ability of the organization to focus
on root causes and recognize interdependencies within and outside the organization’s
boundaries” (p.112). This is immensely important given the international student experience
within the educational institution. As has been stated before, international students face many
challenges when coming to a new country. Getting to the root causes of those needs are vitally
important. Organization X must understand these challenges, both internal and external to the
institution, to be prepared to address them. Only then will it be able to find solutions to
addressing first-year international student attrition. Table 1 below outlines the dimension, level
of organizational responsibility, and/or if the dimension remains a problem area for the
organization.
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Table 1
Organization X Change Readiness Assessment
Dimensions

Organizational Responsibility/Problem Area

Trustworthy Leadership

Senior leaders and Managers

Trusting Followers

Problem Area

Capable Champions

President’s Task Force

Involved Middle Management Problem Area
Innovative Culture

Problem Area

Accountable Culture

Senior leaders and Managers

Effective Communications

Problem Area

Systems Thinking

Problem Area

Organization X has already begun addressing these problem areas so that OIP change
planning and implementation can begin on time. These changes include, hiring new senior
leaders and managers who are innovative, willing to listen to staff, and have a vision to create a
more collaborative environment, thereby beginning to address the problem areas of trusting
followers, involved middle management, and innovative culture. Similarly, there is an objective
to create a comprehensive communications plan to include not only top-down and horizontal
communication, but also vertical. This will address the problem area surrounding effective
communication. Finally, systems thinking is an ongoing challenge for the institution that is being
addressed firstly through senior leadership vision and direction and then through involved
middle management. In urgently addressing those areas identified in the change readiness
analysis, Organization X can better position itself for a successful change.
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Chapter 1 Summary
Chapter 1 of this OIP highlighted the organizational context and how it gave rise to the
problem of practice, which underscores the need for change within the organization. The
theoretical paradigm was articulated as the lens through which the OIP will be viewed and the
leadership approaches were stated. Chapter 1 also highlighted key indicators of student dropout
through the review of the literature and PEST analysis. Change readiness was assessed using
Judge and Douglas’ Eight Dimensions, which found that though Organization X is readying
itself for change, it is not yet ready to make substantial change. In Chapter 2, Planning and
Development, I will expound upon Chapter 1 to introduce both a structural and cultural change
within Organization X.
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Chapter 2: Planning and Development
Chapter 2 of this OIP introduces and expands upon the leadership approaches to change
and the framework for undertaking change based on Kotter’s Eight Stage Change Model. An
organizational analysis is conducted using the Competing Values Framework to determine
existing gaps, both structurally and culturally, within Organization X, and is tied to functionalism
as the institution grapples with how to create the most functional organizational and educational
environment to support its international students. Ethical implications are assessed, and solutions
are proposed and analyzed to determine the most appropriate change path for Organization X.
Leadership Approaches to Change
The envisioned state of Organization X is one where the organization can adequately
support the needs of its international students. It will not only address the PoP but also lead to
long-term international student success. The realization of this goal will be achieved through
appropriate leadership approaches to change. There are a wide range of diverse leadership issues
that must be addressed in education (Eighmy, 2013); therefore, choosing the appropriate
leadership approach(es) is vital to success. Situational, Connective, and Team approaches to
leadership can lead Organization X to address first-year international student attrition by
supporting the varying needs of international students. These leadership approaches are
congruent with functionalism as each stresses the interconnectivity of all the various elements
within the organization.
Situational Leadership Approach
The Situational Leadership Approach, developed by Ken Blanchard and Paul Hersey,
asserts that it is appropriate for leaders to use differing styles depending on the specific problem
or circumstance (Blanchard & Hersey, 1982). The application of this model of leadership is
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based on the flexibility of dealing with issues that will arise within the organization. Situational
models bring attention to the follower and recommends varied leader behaviours according to the
situation (Shaukat & Sikander, 2018). Ultimately, situational leaders identify tasks, set goals,
determine the experience levels or maturity of followers, select the appropriate leadership style,
and modify the style as change happens (Waller et al.,1989), with the understanding that no one
style of leadership will resolve all organizational issues. International students are not a
homogeneous group and bring with them varying challenges that must be addressed by
Organization X. These challenges will take a situational leader to diagnose the issues, assess the
options, and choose the best course of action to address them. The situational approach offers
varying levels of directive and supportive behaviours to staff members based on tasks and
readiness (Hersey & Blanchard, 1982).
As the leader of the task force, I will focus on directing and empowering other members
to find solutions to the issues faced by international students; however, given the high level of
maturity and responsibility among the task force members, it is likely that I will delegate the
responsibility of planning, organizing, and controlling to them and let them lead their staff. Task
force members must also realize that staff skill levels and motivations are constantly changing
and so will need to adjust levels of supporting and directing behaviours to meet those changes
and ensure that objectives are met (Blanchard & Hersey, 1982). Using this approach will give
staff members the support they need to assist international students and will ultimately lead to
retention.
Connective Leadership Model
Connective leadership, which was conceptualized by Jean Lipman-Blumen, focuses on
connecting individuals, groups, and communities to goals while using behavioural strategies that
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promote diversity in the organization (Lipman-Blumen 1996). Functionalism describes this
connection of individuals and groups as social integration (Jones, 2007). Connective Leadership
reflects a need for leaders at all levels of an organization to be flexible in their leadership styles
to account for changes within the organizational environment (Robinson, 2016). This involves
expanding their leadership skillsets to allow them to respond to various tasks. Connective leaders
also work to connect people across organizations to create a sense of community where diverse
groups can be valued, bring leaders together for a common purpose, and encourage faculty, staff,
and students to play an active role and assume responsibility in the process (Lipman-Blumen,
1996). This is important as leaders will need input from across the organization to support the
varying needs of its international students. By creating an inclusive environment where the
diversity of the organization can be used for innovation, Organization X will be able to support
its international students.
Connective leaders also focus on collaboration and accountability (Lipman-Blumen,1996),
which can be used to tackle international student attrition. Leaders of Organization X must be
accountable to staff and students to ensure that the right people are in the right places to support
international students, but also that the right resources are being made available (LipmanBlumen, 1996). Such an approach towards accountability can cultivate a collaborative
environment where ideas are shared by staff across the organization to find solutions to
addressing issues such as first-year international student attrition.
Team Approach
The Team Approach to leadership focuses on the leader’s actions within the team structure
to ensure that members work together to address issues within the organization (Petkovski &
Fanche, 2014). This approach is vital to addressing the PoP and will be necessary given the work
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of the task force within Organization X. My role as the leader of the task force is to organize the
work within the team so that all members understand their roles and how those roles contribute
to the goal of addressing first-year international student attrition. My actions within the task
force must be viewed and explained by the function those actions serve to the task force
(Holmwood, 2005) – a functionalist perspective. Zaccaro et al. (2002) argue that “leadership
processes influence team effectiveness by their effects on four sets of team processes: cognitive,
motivational, affective and coordination” (p. 453). This underscores that the important role of the
team leader cannot be overstated. My role will be to ensure integration and coordination within
the task force, which will enable the team to be united in its efforts (Petkovski & Fanche, 2014).
Given the high levels of positional leadership within the task force, it is imperative that the
leader diagnose any issues that may impact the team dynamic, such as decision-making frictions,
and resolve them on the way to realizing the goal (Zaccaro et al., 2002). The goal of the team is
to reduce first-year international student attrition; however, with the myriad of personalities, it
will be incumbent on the leader to establish relationships between members of the team by
developing collaboration and cooperation (Petkovski & Fanche, 2014).
Ultimately, a leader who employs situational, connective, and team leadership approaches
is in a unique position to effect change within Organization X by connecting people across the
organization, understanding the specific issues, choosing the appropriate leadership styles to
address those issues, and ensuring that the team is unified in achieving its stated goals. This is
especially important given that there is currently no overarching leadership approach within the
organization, as leaders at all levels employ their own leadership approaches to address issues.
To be effective in achieving change, a leader must employ an appropriate framework to steer the
organization through the change process.
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Framework for Leading the Change Process
Change models forecast the change to be made within an organization and prepares its
members to navigate it. Organizations preparing for change need a framework that is congruent
with the type of change to be undertaken. Two change models were assessed as a possible
framework for leading the change within Organization X: Lewin’s Three Stage Model of Change
and Kotter’s Eight Stage Change Model.
Kurt Lewin’s Three-Stage Model of Change addresses how to effect change within an
organization and focuses on organizations embracing and implementing the change (Burnes,
2020). The concepts unfreeze, change, refreeze represents an institution’s move through the
organizational change process to get ready for change, implement change, and make change
permanent. Though Lewin’s model assists an organization to move through the change process,
it oversimplifies the process of change (Burnes, 2020; Child, 2005; Clegg et al., 2005). Lewin’s
model also incorrectly assumes that once change has been implemented, the organization can be
refrozen (Deszca et al., 2020). In practice, this is not the case as organizations are ever-changing
and do not stay static for a long time. This makes Lewin’s model not suitable for the type of
change that Organization X will undertake.
Kotter’s Eight Stage Change Model
Kotter’s Eight-Stage Change Model outlines a more robust change process. Though
Kotter’s model is criticized for being linear in nature, it “describes a highly structured step-bystep process that overcomes the problem of simplification of Lewin’s model” (Deszca et al.,
2020, p. 46). The linear nature of the model also reduces ambiguity in the change process, as
missing any step may cause the process to fail (Kotter, 2012). Organization X will follow
Kotter’s change model as explained below to effect incremental structural and cultural changes

42
within the organization. Given the nature of the PoP, Organization X is reacting to issues that
already exist and will effect incremental change to address them.
Establishing A Sense of Urgency
Step one in the change process is Establishing a Sense of Urgency for the Change, which
requires cooperation, initiative, and willingness to make sacrifices (Kotter, 2012). In establishing
this urgency, Organization X will examine the market and competitive realities of the
organization and identify and discuss current crises, potential crisis, and major opportunities
(Appelbaum et al., 2012). Urgency also includes removing complacency within the organization
and setting higher standards of performance both formally and informally (Kotter, 2012).
Preparing for change takes time and effort for an organization and often includes mental
readiness for the tasks at hand, including determining the pros and cons of the change (Kenny,
2016). An organization that is not ready for change will not be able to create the sense of
urgency necessary to foster organizational change and will fall short of its stated goals (Kotter,
2012). If staff are not prepared, committed, and invested in the change process, they may doom
the process to failure (Kotter, 2012). Kouzes & Posner (2007) state that “after all, you cannot
mobilize people to travel to places they don’t want to go” (p. 117). For Organization X, any
complacency within departments will need to be addressed and a sense of urgency instilled to
begin the process of creating lasting and effective change. While the organization has been
successful in achieving many of its stated goals over the years, it should not let those
achievements diminish the work that still needs to be done.
Any change within an organization creates a level of uncertainly for those who do not
completely understand the change. Changes in culture are inevitable because values and
philosophies held by people in society inevitably change. Organizational leaders must first be
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interested in the change and then commit to the change if it is to be successful. When there is
urgency, there is motivation to do whatever it takes to get the job done.
Creating the Guiding Coalition
Kotter (2012) posits that one of the main reasons that organizational change fails is
because organizations fail to create a sufficiently powerful guiding coalition. Given that
Organization X has created a task force, commissioned by the president to address the issue of
first-year international student attrition, that comprises senior leadership, director, and manager
levels, the institution has put together a strong guiding coalition to effect major change. The
coalition has “strong position power, broad expertise, and high credibility with leadership and
management skills” (Kotter, 2012, p. 68) – the right people for the change process. As the leader
of the task force, it is incumbent on me to work to create trust among members of the coalition
and develop common goals (Appelbaum et al., 2012). The guiding coalition plays a critical role
in ensuring that the change process is successful.
Developing a Vision and Strategy
Once there is urgency and a powerful coalition to lead the change, leaders must create a
clear vision for the organization. Kotter (2012) defines vision as “a picture of the future with
some implicit or explicit commentary on why people should strive to create that future” (p. 71).
This vision serves to clarify the change, motivate staff to act, and coordinate the actions of
different people within the organization (Kotter, 2012). Before a vision is created, Organization
X should assess the following questions: (1) How will the vision affect its customers, specifically
international students? (2) How will the vision affect stakeholders? (3) How will the vision affect
employees? These three questions are essential for Organization X given the three key
stakeholders to which it is responsible.
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Leaders envision the future for themselves and others by seeing the bigger picture and
finding common ground (Kouzes & Posner, 2007). Organization X must present a clear vision,
so staff understand the current and intended state of the organization and the roadmap from one
to the other. A clear vision will also ensure that time-consuming projects that are not within the
new vision of the organization can be halted or discontinued to focus on those tasks that will help
to move the process forward. Organization X works diligently to find more efficient ways of
operating; however, this leads to several major projects being undertaken simultaneously, some
of which may not be in line with the new vision for change that is to be undertaken. The vision
also serves to align members of the organization so everyone understands what is happening and
for what purpose. For Organization X, employees who are generally not part of the decisionmaking process also need to be involved in developing the vision and strategy for change.
Communicating the Change Vision
Members of the coalition need to communicate the vision to staff at all levels of the
organization so that everyone is on board with the change and understands how it will be
accomplished. This communication includes being open and transparent with staff to cultivate
trust and loyalty (Kenny, 2016). It is also not sufficient to just communicate the vision,
Organization X must ensure that it is communicated well enough to motivate staff to transform
the organization one task at a time. If the organization fails to communicate well, it will fail in
the change process.
“Expressing a vision is the most difficult of all leadership skills” (Kouzes & Posner, 2007
p.155), and effectively communicating the change vision may be difficult for organizations due
to the “magnitude of the task” (Kotter, 2012, p. 89). For Organization X, the guiding coalition
must cut through the clutter of messages across the organization to communicate more
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effectively and, when the vision expands or changes, they must be able to articulate the current
version of the change vision to staff (Kotter, 2012). A thorough understanding of the vision by
staff, many of whom are tasked with supporting international students, will help them to
understand their roles in the change process and prepare them for success in accomplishing the
goal of supporting international students.
Empowering Employees for Broad-Based Action
Empowering employees is vitally important to the change process (Cooney et al., 2016).
Given my role as the leader of the president’s task force employing a connective and team
leadership approach, I must encourage the members of the task force to empower their own staff
to help in the change process. After all, “major internal transformation rarely happens unless
many people assist” (Kotter, 2012, p. 105) and “everyone performs better when they take charge
of change” (Kouzes & Posner, 2007, p. 169). This cultural and structural change will take
cooperation from all levels within the organization and staff must feel empowered or they will
not be helpful throughout the change process. The success and legitimacy of empowerment rests
on a system that facilitates and promotes the participation of all employees (Spreitzer &
Doneson, 2008). Organizations that hope to empower employees must remove the barriers that
may hinder empowerment (Kotter, 2012).
Generating Short-Term Wins
Major change often takes time to be achieved (Hudson et al., 2015). When change takes
time, people tend to lose interest and may believe that goals will never be accomplished. The
longer the change process, the more important it is for the organization to create short-term wins.
These wins position an organization for success because it breaks the goal into several
manageable objectives on the way to achieving the goal. These short-term wins must be visible,
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unambiguous, and clearly related to the change effort (Kotter, 2012). Further, they: “provide
evidence that sacrifices are worth it; reward change agents with a pat on the back; help fine-tune
vision and strategies; undermine cynics and self-serving resisters; keep bosses on board; and
build momentum” (Kotter, 2012, p.127). For Organization X, short-term wins will help to
motivate staff, improve vision and strategies, help to facilitate teamwork between and among
employees, and build momentum for the change (Cooney et al., 2016).
Consolidating Gains and Producing More Change
In this stage of the change process, “the guiding coalition uses the credibility afforded by
short-term wins to tackle additional and bigger change projects” (Kotter, 2012, p.150). New
employees are brought into the change process to help guide change. Change leadership for
Organization X will keep the level of urgency high, maintain the shared vision, and encourage
efforts from all involved in the change (Kotter, 2012). Since organizational change may take
years to become part of organizational culture, Organization X must “keep pressing forward until
the change seeps into the deepest recesses of the organization” (Deszca et al., 2020, p. 47).
Anchoring New Approaches in the Culture
Once change has been successfully made, it must be anchored in the culture of the
organization to ensure that it is preserved. Organizational culture is a powerful influence on
organizational behaviour (Kotter, 2012, p.156); therefore, once the new approach is anchored in
the new culture, it is likely to perdure. For Organization X, the current culture must be changed
to be more inclusive and the new practices supporting international students will need to be
anchored in the new culture to create the type of change to support international students.
Similarly, creating flexibility within the organizational structure and making it nimbler will make
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it easier for Organization X to adjust to changing situations and pressing issues that may impact
its overall effectiveness.
Change within Organization X is necessary to support international students and improve
international student retention. Kotter’s (2012) Eight Step Change Model emphasizes the need
for urgency, a guiding coalition, creating a vision and strategy, communicating the change
vision, empowering employees to broad-based action, generating short-term wins, consolidating
gains and producing more change, and anchoring new approaches in the culture. Each step of the
change process is important because it outlines the way for stakeholders to work together and
create solidarity for the organization to function to address first-year international student
attrition, which is a functionalist perspective. Ultimately, change will only perdure when it
becomes “the way things are done” (Kotter, 2012, p.15).
Critical Organizational Analysis
This section critically analyses organizational effectiveness by looking at the strengths,
weaknesses, and opportunities of Organization X. Georgopoulos (1957) states that “the concept
of organizational effectiveness is ordinarily used to refer to goal-attainment or to ‘how well’ an
organization is doing, or to its relative ‘overall success’ and to the adequacy with which it
operates given certain facilities and resources” (p. 2). To assess organizational effectiveness, the
Competing Values Framework and Competing Values Culture Model are used. The Competing
Values Framework is chosen for its ability to critically evaluate organizational structure and
purpose (means versus ends), while the Competing Values Culture Model is specifically used for
its in-depth evaluation into organizational culture. Both structure and culture are critical
components to ensuring lasting and effective changes within Organization X. Based on previous
information provided in this Organization Improvement Plan (OIP), Organization X has a few
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internal gaps to be addressed if it is to adequately support international students and increase
first-year international student retention. Change readiness findings support the idea that
Organization X is readying itself for change. Once Organization X is ready for change, it will
pivot to implementing both structural and cultural change.
Competing Values Framework
The Competing Values Framework is used to regulate internal processes within complex
organizations and to balance an organization’s need for both flexibility and control as it tries to
deal with issues (Cameron & Quinn, 2011). The Competing Values Framework outlines three
sets of competing values that map to organizational effectiveness. According to Quinn and
Rohrbaugh (1981):
The first set of values is related to organizational focus, from an emphasis on the wellbeing and development of people in the organization to an emphasis on the well-being
and development of the organization itself. The second set of values is related to
organizational structure, from an emphasis on stability to an emphasis on flexibility. The
third set of values is related to organizational means and ends, from an emphasis on
important processes to an emphasis on final outcomes (p.131).
Figure 2 below shows the Competing Values Framework with its focus on organizational
effectiveness. Balancing organizational priorities will be important to achieving organizational
effectiveness.
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Figure 2
Competing Values Framework (Organizational Effectiveness)

Note: Adapted from Quinn, R., & Rohrbaugh, J. (1981). A Competing Values Approach to
Organizational Effectiveness. Public Productivity Review, 5(2), 122-140.
Figure 2 highlights the conflicting elements which characterise the Competing Values
Framework. As Organization X seeks to address first-year international student attrition, it needs
to balance flexibility and control within parts of the organization to allow for adequate support,
which is not easy in a rigid environment.
Organizational Focus
Generally, Organization X’s focus is on the development of the organization. To be
successful within the private post-secondary educational environment, Organization X must have
a similar internal and external focus to ensure that it is able to compete with other institutions
and, simultaneously, support its students once they are enrolled. This means having a thorough
understanding of the labour market, including in-demand skills for job attainment, and
developing its staff to ensure that they can support the varying needs of international students
and help them progress towards graduation.
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Organizational Structure
Flexibility versus stability, which corresponds to innovation and order within an
organizational context (Naranjo-Valencia et al., 2015), presents a unique challenge because
organizations want to be flexible enough to adjust to challenges but also stable. For Organization
X, balancing flexibility and stability is of the utmost importance given the flexibility needed to
be competitive in the post-secondary educational environment and the stability of the
hierarchical structure of the organization to accomplishing organizational goals. Organization X
has historically been stable; however, the recent influx of international students has challenged
that stability. Organization X needs to regain its stability by becoming flexible enough to adapt
and adjust to this challenge.
Organizational Means and Ends
An important discussion within organizations is that of means versus ends. Means
represents the journey towards accomplishing a goal (e.g. planning and goal setting), while ends
refer to the goal itself (e.g. resource acquisition) (Quinn & Rohrbaugh, 1981). Organizations
trying to evaluate effectiveness must consider their objectives and the means through which they
attain those objectives (Georgopoulos, 1957). Organization X has historically been an endsbased organization. This is not to say that the means is not important; however, accomplishing
the goal has been of the utmost importance. For Organization X to truly be successful at
supporting its international students and addressing first-year attrition, it must balance means and
ends. This requires taking the approach to develop internal staff and promote inclusivity within
the organization. According to Quinn and Rohrbaugh (1981), “when value on the overall
organization is maximized, individual development and human dignity would seem to be
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reduced” (p.133). The value of individual development to support the organization’s goals must
be maximized if the organization is to create lasting and effective change.
Competing Values Culture Model
According to Ruvolo and Bullis (2003), “culture is subtle, difficult to describe, and often
perceived to be unrelated to the bottom-line success of an organization” (p.159). This makes it
difficult for organizations to adequately justify and quantify culture change within the
organization. Cultural shifts within organizations must begin with an assessment of corporate
culture. Drawing from the Competing Values Culture Model (Cameron & Quinn, 2011) and the
Competing Values Framework (Felipe et al., 2016), I have created a conceptual model in Figure
3 that highlights the four types of organizational cultures. In this model, the competing priorities
within organizations determine the type of culture that will emerge. Organization X closely
resembles the market and hierarchical cultures, which are rigid and rules based. This focus has
created the need for cultural change from its current state to a future state of inclusivity,
flexibility, and camaraderie, which will help to address the issue of first-year international
student attrition.
Figure 3
The Competing Values Culture Model
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Note: Adapted from Competing Values Framework. Felipe, C. M., Roldan, J. L., & LealRodríguez, A.L. (2017). Impact of Organizational Culture Values on Organizational
Agility. Sustainability, 9(12), 2354.
The Compting Values Culture Model outlines the importance of organizational cuture to
organizational decision making and posits that the right focus is necessary to address
organizational issues. The types of organizational cultures are examined below.
Clan or Group Culture
Organizations operating within a clan culture have a high degree of flexibility and are
internally focused. This environment is friendly, family-oriented, and community-oriented; here,
employees genuinely feel comfortable and empowered (Felipe et al., 2017). Examples of
organizations that have a clan culture are family-owned business and start-ups where the need for
a close-knit group is a pre-requisite for operation. Leaders in these organizations act as role
models and mentors to staff, solidifying the close-knit culture.
Clan cultures also value harmony in the working environment. They attend to the
concerns of staff, adopt a participatory management style, and keep staff informed (Kwan &
Walker, 2004). Organization X needs to adopt aspects of this culture to improve its
organizational culture and effectiveness, which will translate to how staff support international
students. Organization X needs to create an environment of inclusion, where staff feel
comfortable voicing their opinions within the decision-making process. By doing this,
Organization X will get much-needed input from across the organization that may improve the
chances of finding innovative solutions to retain international students.
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Hierarchical Culture
Organizations operating within a Hierarchical Culture have a high degree of controlling
behaviour and are internally focused. Hierarchical structures tend to be very rigid, structured,
rule based, and bureaucratic environments (Felipe et al., 2017). While Organization X operates
within a hierarchical structure where each person has a defined role, its focus tends to be more
external than internal. There is a lot of control and very little risk, as risk opens the organization
to scrutiny both internally and externally.
As the organization continues to grow, additional structures are added to the internal
hierarchy but done so to support the external market culture. Externally, the organization is
focused on expanding into new markets and ensuring that it can remain competitive. A
paradigmatic shift within Organization X’s culture will require dismantling the current cultural
framework to create a culture of inclusion where those at the base of the hierarchy are also
included in the decision-making process within the organization. This will ultimately lead to
diversity in thought which will aid the organization in dealing with international students who
have varying needs and require innovative ways of supporting them.
Market or Rational Culture
Organizations operating within a market culture have a high degree of controlling
behaviour and are externally focused. This culture is primarily concerned with goal attainment
(Felipe et al, 2017). The culture regularly monitors all aspects of the organization, relies on
formal procedures for its operations, and communicates staff expectations accurately and openly
(Kwan &Walker, 2004). The reliance on formal procedures and structures leads it to be very
rigid, inflexible, and controlling. As this is the dominant quadrant for Organization X, it will
need to become far nimbler and more inclusive to address issues impacting organizational

54
effectiveness. Only when these cultural issues are resolved will it be able to adequately address
its first-year international student attrition.
Adhocracy or Developmental Culture
Organizations operating within an adhocracy culture have a high degree of flexibility and
are externally focused. This culture keeps staff informed of institutional developments, provides
opportunities for career advancement; and avoids failing to reward success (Kwan & Walker,
2004). These organizations are perceived as “original, dynamic, entrepreneurial, innovative, risktaking, prepared for changes, aggressive and flexible” (Felipe et al., 2017, p. 4). Movement
toward this quadrant is necessary for Organization X to create a culture conducive to supporting
and developing staff members and flexibility to deal with changing times, which in turn will lead
to better support for international students and the likelihood for them to stay at the institution. It
has been found that an adhocratic culture is the most innovation-oriented culture (NaranjoValencia et. al., 2015; Felipe et al., 2017), which is significant for resolving international student
issues.
Organizational X has been productive in expanding the organization through attracting
large numbers of international students and gaining approval for additional programs across
provinces; however, organizational flexibility has been a major challenge as it is a top-down and
highly structured environment. This lack of flexibility has created the difficulty for the institution
to pivot as required to support the students they are able to attract. Increasing lower-level
employee engagement will add to this flexibility by bringing new and innovative ideas that will
help to address first-year international student attrition. The cultural change within the
organization will play and integral part in addressing this issue. Since Organization X’s culture
closely resembles market culture with elements of hierarchy, neither of which is conducive to
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addressing its current issues, it must incorporate aspects of the adhocracy and clan cultures and
combine them in such a way that it allows the organization to address the issues surrounding
international student attrition.
The analysis of organizational structure and purpose using the Competing Values
Framework shows that Organization X does not currently have a structure conducive to
addressing the varying needs of its international students. Additionally, the analysis of
organizational culture using the Competing Values Culture Model highlights the need for
Organization X to emphasize a more community-oriented, team-friendly, and participatory
environment to begin addressing the needs of its international students. To address both
structural and cultural issues within Organization X, possible solutions are stated and evaluated.
Possible Solutions to Address the Problem of Practice
Providing support for international students requires both an individual and institutional
approach. While students can succeed only by accomplishing the tasks that lead to their goals,
institutions must be equally responsible to understand and respond to changing needs so that
students are more likely to be successful (Strange & Hardy Cox, 2016). Funtionalism posits that
when there is a disruption in the system, there must be an adjustment to achieve equilibrium
(Jones, 2007). The chosen solution will be the adjustment to bring the organization back to
stability. Therefore, to address the issue of first-year international student attrition, four possible
solutions will be assessed:
1. Possible Solution 1: Developing a student-centered approach
2. Possible Solution 2: A selective admissions process
3. Possible Solution 3: Staff training and development
4. Possible Solution 4: Combining Solutions 1 and 3
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Solution #1: Developing a Student-Centered Approach
One possible solution to address the PoP is developing a student-centered approach. As
an institution that offers flexible, rigorous, and career-focused degree programs with the aim of
equipping graduates with the professional knowledge, skills, and designations to help them fulfill
their career aspirations, Organization X needs to take a student-centered approach. After all,
educational institutions are defined by and exist to serve students (Strange & Hardy Cox, 2016).
Institutions aiming to become student centered must ask two essential questions: how do
students learn, develop, and grow; and how do policies, programs, and practices enhance the
transformative process? (Strange & Hardy Cox, 2016). Being a student-centered institution
means providing a wide range of flexible service options that cater to a variety of needs and
possibilities. International students entering a new country and institution have a variety of
unique needs that must be addressed by the institution. Having service options that cater to those
needs are essential to addressing first-year international student attrition and helping them
progress towards graduation. Key elements of developing a student-centered approach (SCA)
include developing an international student office (ISO), re-envisioning orientation (RO), and
creating a student advisory committee (SAC) to support international students. Figure 4 outlines
Organization X’s path towards becoming student-centered.
Figure 4
A Student-Centered Approach (SCA)
ISO

+

RO

+

SAC

=

SCA

When all three elements are implemented, they will lead to the organization becoming
student-centered and creating the structural change necessary to begin addressing the PoP.
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Creating an International Student Office
When international students enter a new environment, they experience culture shock
when the current culture clashes with their own (Strange & Hardy Cox, 2016). These students
must be supported if they are to become functioning members of the institution. Currently,
Organization X has several support services that can be accessed by all students within the
institution; however, these supports are administered by different departments within the
organization. To create a safe space where international students can feel at home and have their
needs addressed is essential to retaining them. If international students want information on
immigration, housing, post-graduation work permits, transportation, health and wellness
services, clubs, or just general advice, ideally, they will be able to pose their questions to an
international student office. The services provided by an ISO should be based on research into
international student needs as well as consultation with international students and staff across the
organization. To make this a reality, Organization X needs to assess critically and honestly three
questions: what international student services currently exist at the institution; what international
student services or programs are yet to be delivered; and how can the institution coordinate or
integrate these services to more effectively support international students? (Strange & Hardy
Cox, 2016). This ISO ought to be designed to provide a safe space where international students
can feel comfortable while learning to navigate life in a new country and community.
Creating a new office will represent a significant structural change for Organization X
because current offices and office functions will be changed, new employees will be hired, and
roles and responsibilities of current employees will be changed.
Resources Needed. Creating an International Student Office will include tremendous
human and financial capital. The office will have several services that the institution does not
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currently provide. This will mean creating or procuring such services and putting people in place,
whether by restructuring current offices or hiring new personnel, to administer these services to
international students.
Trade-offs. Although an expensive endeavour, creating an international student office
will create a single location where all international students can get their questions answered and
access resources to support their continued educational, mental health, and career success. This
ensures there is no confusion about where international students can find supports or advice to
help when required.
Re-envisioning Orientation
Orientation has been a central part of the onboarding process for students at postsecondary institutions. It is the first opportunity that institutions get to establish an appreciation
for diversity (Boening & Miller, 2005) and to break down barriers that detract from student
success. Orientations provide students with information pertinent to their education, but also to
navigating life on campus and, in so doing, eases the transition into the new school environment
(Evensen, 2017). First-year orientation programs must be implemented prior to the start of the
term for the purpose of providing an organized time for students to transition and acclimate to
college life (Evensen, 2017).
International and domestic students face different challenges in the post-secondary
environment and need specialized information and resources. Organization X will create a webbased new student orientation and an on-campus new student orientation specific to international
students. The online orientation will aim to assist students before they move to Canada and
should include information on “immigration, workshops, cultural societies, job opportunities,
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community programs, academic and personal support, personal safety, and a student message
board” (Strange & Hardy Cox, 2016, p.119).
On-campus international student orientations are designed to acclimate students to the
institution upon arrival, with attention given to resolving international student concerns early in
the student life cycle. This orientation will allow for interventions to be made before students are
designated as at risk to drop out. It will provide information on international student specific
concerns including, but not limited to, opening a bank account, finding and navigating housing,
travelling in a new city, and landlord-tenant relations. This orientation will give international
students an opportunity to build community with their fellow international students before the
start of the school term. As is expressed in Chapter 1, one of the major factors influencing
international student attrition is the lack of peer support. The orientation provides a way for
international students to make peer connections to assist throughout their educational journey
(Evensen, 2017), especially since the institution does not currently have a residential campus.
Currently, international students who are unable to live with family or friends procure housing
primarily through word of mouth. Once students move into their off-campus housing, there are
no resources to assist them.
Resources Needed. Orientation remains a vital part of any post-secondary institution’s
preparation to welcome students. It is even more important for international students who are
unaccustomed to the new environment and struggle to acclimate. When international students
enter a new educational environment, many of them experience culture shock (Brislin &
Yoshida, 1994), which can be alleviated through institutional readiness. Depending on how
orientations are administered, they generally require significant human and financial capital as
people from many departments take significant time to speak, connect, and support students.
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Trade-offs. Having a separate day for international students geared towards their needs is
paramount to retaining them. The human element to understanding the specific needs of
international students helps them know they are valued within the organization. On the other
hand, a comprehensive orientation takes a lot of time and human capital to create videos, new
content specific to international students’ needs and adds an extra day of orientation to support
them.
Create a Student Advisory Committee
As an institution of higher learning, Organization X is developing the leaders of
tomorrow. This entails allowing students to advocate for themselves and for others. A student
advisory committee gives Organization X a chance to hear what is on the minds of students and
provides an additional way beyond the existing structures in place (Adkins, 2018). The advisory
committee ought to have designated international student representation, which will give
Organization X a group of students with whom it can consult to assist in supporting international
students.
Resources Needed. Post-secondary education has seen an increase in student-led
advocacy groups, including student governments and councils. Organization X does not
currently have any established student advocacy groups, as student participation is in the form of
the academic council. For Organization X to enact and recognize a student advocacy committee
or council, it may choose to allocate certain financial resources to allow the group to meet
consistently and schedule a few meetings per year for the institution and the committee to meet
to discuss the way forward to support students, including international students. This will not
take significant financial resources, time, nor human capital to put in place.
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Trade-offs. Creating a council gives students the ability to advocate for themselves;
however, it also gives the students more power to demand change, which the institution may not
be ready to accommodate. This may open Organization X to more scrutiny internally if the
organization is not prepared to meet international students’ requests. While recognizing a student
advocacy group isn’t expensive nor time-consuming, the resultant initiatives proposed by this
group may be.
Solution #2: Creating a Selective Admissions Process
A selective admissions process represents the institution’s attempts to be judicious in who
is admitted to its programs. Having non-competitive entry into Organization X’s programs
means that, once a student meets the requirements for admittance into a program, they are
offered admission. This creates the opportunity for students who are unable to manage the rigors
of post-secondary education to gain admittance. This is both a positive and a negative for the
organization. Through its current policy, Organization X can admit large numbers of
international students and have rapid expansion; however, many of those students will be at high
risk of dropping out. For Organization X to reduce its first-year international student attrition, a
more selective admissions process can be implemented that will admit international students who
are more likely to succeed.
Resources Needed
A selective admissions process will effectively change the current policy and lead to
increased time and human capital, since the admissions committee will spend more time ranking
applications of admissions rather than accepting all students who meet the general admissions
requirements. This increased time will, however, increase the likelihood that those students will
be successful at the institution.
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Trade-offs
A more selective admissions process is likely to mean the admission of fewer
international students, which will reduce the level of stress on current resources. This will give
Organization X the ability to address the needs of its international students more adequately,
leading to greater retention. Although a more selective admissions process will address the PoP,
it will limit the institution’s ability to be competitive in the educational marketplace, given the
financial implications. This make the possible solution impractical.
Solution #3: Staff Training and Development
Staff training and development is important for a cultural change to occur in Organization
X. It has the capacity to emphasize the type of culture that is needed for the organization, which
is one of diversity, inclusion, cooperation, and camaraderie. If the organization intends to be
more inclusive of all levels of staff, which is one of the main components of the cultural change,
it needs to use these training and development workshops to start instilling this type of culture.
Part of this training ought to support staff in better understanding their roles in delivering
quality customer service to students. It is important for an institution to have adequate support
services that meet the needs of its international students, but it is equally important to be able to
deliver those services appropriately. Staff training and development will assist relatively
inexperienced staff who are tasked with being part of the change and decision-making processes.
In improving business processes, such as delivery of services, staff knowledge and skills become
paramount to success (Borner et al., 2012).
Resources Needed
Staff training and development can be resource intensive and time consuming; however,
recent improvements in technology have allowed for online simulations, which add more
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flexibility and can reduce costs. It is likely that Organization X will need to outsource expertlevel training and development firms to present workshops to ensure consistent training and
development of staff. Currently, training and development is at the discretion of managers, and
there is no formal process within the organization. Ultimately, there will be considerable
financial resources and human capital for staff training and development programs.
Trade-offs
Training and development provides employees with the tools necessary to respond to
current and future organizational challenges, which will enable Organization X to better address
first-year international student attrition. However, it is both expensive and time-consuming as
staff participation must be high for it to be effective.
Solution #4: Combining Solutions 1 and 3
In comparison to Solution #3, which is a long-term solution, Solution #1 can be
implemented quickly, and results can be seen in the short to medium term. This gives
Organization X the ability to begin addressing the issue of first-year international student
attrition by providing support for international students where they currently need it. Solution #3
makes this change sustainable for a long time by changing the organizational culture through
training and development. Therefore, Organization X should adopt Solution #4: creating a
student-centered approach in concert with staff training and development.
Resources Needed
Of all the possible solutions to the PoP, Solution 4 is the most resource intensive and will
take immense human and financial capital to be incorporated; however, it is also the solution that
is best situated to address both the cultural and structural needs of the organization.

64
Trade-offs
The resource intensive nature of the option, if not coupled with good staff retention
strategies, may find the institution investing in staff training and development only to lose them
to other organizations. Solution 4 also uses scarce institutional resources in a specific area of
organizational development where it could be used in another possible area, such as marketing
and recruitment of more international students.
Comparison of Possible Solutions
All solutions presented have the capacity to address the issue of first-year international
student attrition in some specific way; however, the best solution, Solution #4, addresses both the
structural and cultural changes necessary to support international students’ needs, thereby
creating an atmosphere conducive to international student retention and success.Table 2
illustrates the comparisons of possible solutions and whether those solutions help to create a
structural, cultural, or policy change within the organization. It also indicates the impact on
organizational resources (time, human, fiscal) and whether the organization should adopt the
change.
Table 2
Comparison and evaluation of OIP possible solutions
Possible

Areas Addressed

Resources Required

Adopt Change

Solution Structural Cultural Policy Time

Human

Fiscal Yes/No

1

Yes

No

No

High

High

High

Yes

2

No

No

Yes

Medium Low

Low

No

3

No

Yes

No

High

Medium High

Yes

4

Yes

Yes

No

High

High

Yes

High
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Ultimately, Solution 4 is the only solution that can address both the structural and cultural
changes necessary to address first-year international student attrition and should, therefore, be
considered as the best option. Once the solution has been implemented, Organization X will
address the deficiency in the organization and bring it into equilibrium which, from a
functionalist perspective, speaks to the capability of the organization to serve its purpose.
PDSA Model
The Plan-Do-Study-Act cycle is a “four step cyclical model that uses repeated iterations
for continuous improvement” (Christina et al., 2015, p. 361). It formalizes change to ensure
reflection, intervention, and monitoring for success (Massey & Williams, 2006). The plan phase
represents the organization’s attempts to define the problem and identify and prioritize
opportunities for improvement (Christina et al., 2015). The do phase outlines the organization’s
attempts to implement solutions to address the problem and collect required data to assess
effectiveness (Christina et al., 2015). The study phase, “is the observation of the effects of the
change” (Christina et al., 2015, p. 361). The act phase asks the organization to reflect and
improve institutional plans to meet objective (See Figure 5: Plan-Do-Study-Act). This cycle will
be used to test change before it is finalized.
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Figure 5
The Plan-Do-Study-Act (PDSA) cycle

Note: The Plan-Do-Study-Act (PDSA) cycle. Adapted from Donnelly & Kirk (2015)
In implementing the proposed solutions to address the PoP, the planning phase will
require Organization X to put out a call for students who want to participate in the student
advocacy committee and research current issues plaguing international students and supports to
assist them. Clear expectations will be created to guide the student advocacy committee and
international student supports, including creating the blueprint for the new student orientations,
the international student office, and staff training and development. As part of the creation of the
international student office, Organization X must decide what resources will be needed to
support international students.
The do stage will entail procuring specific international student supports in anticipation
of creating the international student office. This will require making small changes to
restructuring and re-assigning current staff; meeting with the student advocacy committee and
other stakeholders to gain additional clarity on how to best support international students and
procuring those services; creating the new student orientations; and coordinating with external
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firms on staff training and development programs to be implemented. Changes in the do phase
will be done on a small scale. The do stage of the PDSA cycle will be supported through division
of labour, which is a central functionalist tenet, as Organization X must restructure and rearrange
in a functional way to support its international students.
The study stage will entail observing and assessing aspects of the new structure,
effectiveness of supports, potential change in the organizational culture due to staff training and
development, and whether the advocacy group is carrying out its stated functions. The act stage
entails using what has been unearthed during the study stage to make adjustments that will help
to meet objectives towards accomplishing the stated goal of addressing first-year international
student attrition. By using the elements of the PDSA cycle, Organization X will be able to
consistently improve the institution, resolve issues, and become more efficient as it continues to
go through the change process.
Leadership Ethics and Organizational Change
Leadership ethics impacts how organizations move through the organizational change
process. As a private post-secondary institution, ethics plays a major part in all aspects of its
operations. The Government Affairs department ensures adherence to provincial regulations,
including ensuring that the institution follows strict marketing guidelines for consumer
protection and to safeguard the organization’s reputation. This ethical leadership, which is
channeled from the top of the organization, ensures that Organization X can keep a good
reputation as a leading private post-secondary institution in Canada.
Ethical Leadership
Ehrich et al. (2015) define ethical leadership as a social, relational practice that is focused
on morality. “Ethical leadership becomes imperative in a context of increasing performance
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driven accountability” (Ehrich et al., 2015, p.197), which is the case for private post-secondary
institutions looking to compete in the education marketplace. Private institutions have
historically had a reputation for exploiting students and not delivering quality education. This
reputation has further emphasized the need for leaders to act ethically or face consequences, such
as having their operations suspended or ended entirely. As a leader employing a connective
leadership approach, I will make ethics a vital part of my leadership strategy to enact effective
and lasting change within Organization X. It is not always easy to make ethical decisions
because it requires integrity, responsibility, credibility, and courage (Slahor, 2008); therefore,
private institutions, based on their reputation, require a leader who embodies leadership that
focuses on ethics and accountability.
According to Thorton (2020), “for ethical leadership to stick, the culture needs an
infrastructure that consistently supports acting on stated values” (p. 40). Ethical leaders must “be
grounded in positive ethical values and be ready to make intentional ethical decisions” (Thornton
2020, p. 40). Organization X must create an institution where ethical values and decision making
are rooted in the culture of the organization and where employees do not think that they can
make unethical decisions when it contributes to the organization’s bottom line (Thornton 2020).
If we want ethical leadership to endure and guide organizational development, we need to ensure
an aligned organizational culture. This alignment necessarily includes consistency in ethical
messaging and lack of ambiguity for faculty, staff, or students on Organization X’s values and
ethics codes (Thornton, 2020).
One ethical dilemma faced by Organization X is whether to continue enrolling
international students ill-prepared for the rigors of post-secondary education. Organization X will
benefit financially but, if it is unable to adequately support its international students academically
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and otherwise, students will fail. Since Organization X must report to the ministry on its student
attrition rates, it is ultimately responsible to the ministry to ensure that students are being
supported in progressing towards graduation.
Another ethical dilemma faced by Organization X concerns marketing its programs to
potential international students. Private institutions spend heavily on marketing efforts to procure
leads used to secure students. The pressure, whether intrinsic or organizational, placed on staff to
secure leads fosters unethical behaviours and can create a climate where individuals believe that
whatever contributes to the bottom line is acceptable. In all situations, ethical leaders are
expected to “act fairly and justly” (Ehrich et al., 2015, p.198); however, the culture of the
organization must be rooted in its values for both leaders and employees to embody ethical
principles. Unacceptable behaviour becomes the norm when leaders within organizations fail to
address unacceptable behaviours (Slahor, 2008). This puts organizational reputation at great risk,
which is a major concern for private post-secondary institutions. Whenever unacceptable
behaviours happen within Organization X, leaders must investigate and follow up on the
situation to bring it to a resolution to ensure it does not reoccur (Slahor, 2008).
Each stage of the change process can be impacted by ethical or unethical behaviours;
therefore, all task force members leading the change and employees who are part of the change
must act ethically throughout all stages of the change process. As stated in Chapter 1, connective
leaders embody an ethical base which will be used to steer Organization X through the change
process to realize lasting and effective organizational change. By understanding and applying
ethical decision-making within the organizational context, reputation will be preserved, which
will be helpful in retaining international students.
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Leadership ethics and organizational change can only coexist when leaders, throughout
the organizational change process, model ethical leadership through their own actions (Kouzes &
Posner, 2007). “Leadership is a key factor in the development and maintenance of an ethical
culture” (Law, 2016, p.38), and leaders must address behaviour that is counter to the institution’s
ethical standards just as they must acknowledge those who act ethically (Law, 2016). If a leader
wants to lead change with integrity, an ethical approach must be ingrained in the change
management approach, which will include communication, transparency, and treating employees
as an essential part of the change process.
Chapter 2 Summary
Chapter 2 focused on the planning and development of the OIP to address the high rate of
first-year international student attrition at Organization X using a situational, connective, and
team approach to leadership. Kotter’s (2012) model was used as the framework to lead change
because it emphasises an eight-step process from creating urgency for change to ultimately
ensuring that the change is rooted in the organization. A critical organizational analysis was
completed using the Competing Values Framework, which assessed organizational effectiveness.
Organizational culture was also assessed through the Competing Values Framework’s four
culture quadrants: clan, adhocracy, hierarchy, and market. Ultimately, Organization X will need
both a cultural and structural change to address its international student attrition issue and bring
the organization back into equilibrium.
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Chapter 3: Implementation, Evaluation and Communication
Chapter 1 of the OIP focused on the history and context of Organization X, introduced
the PoP that focuses on first-year international student attrition, and framed the PoP using the
functionalist paradigm and cultural lens. Chapter 2 outlined the leadership approaches to change
and the framework for undertaking the change, including assessing change readiness. In Chapter
3, the leadership approaches are leveraged in conjunction with Kotter’s (2012) Eight Stage
Change Model to show how the solutions articulated in Chapter 2 will be implemented,
monitored, evaluated, and communicated. Next steps and future considerations will be
articulated.
Change Implementation Plan
Fixsen et al. (2005) define implementation as a specific set of activities created to put a
program into practice. For this OIP, change implementation is defined as the strategies,
processes, and tactics that are adopted to change Organization X from its current state to its
desired future state. Complex innovations require coordination of not only multiple individuals,
but also units and subunits within the organizational context to facilitate successful
implementation (Weiner, et al., 2009). Organization X’s change implementation plan outlines
measurable goals and priorities of the planned change and accounts for stakeholder needs and
inputs throughout the process. Recognizing that the institution has continuous enrollment
throughout the year (January, April, July, and October), the change implementation plan will be
monitored and evaluated continuously.
The goal of this OIP is to curtail first-year international students’ high rate of attrition
through adequate support, thereby achieving retention. The beginning of this chapter connects
the organizational analysis and the proposed solutions in Chapter 2 to priorities, strategies, and
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tactics in the implementation plan, which identify two main stages that occur simultaneously and
lead to a student-centered approach and staff training and development. The section will also
address potential stakeholder reactions, required supports and resources, key change agents,
potential implementation issues, and limitations.
The organization analysis conducted in Chapter 2 shows that Organization X needs both
structural and cultural changes to address the high rate of first-year international student attrition.
International students provide enormous financial capital for Organization X, a for-profit
institution. The organizational strategy includes not only attracting large numbers of international
students, but also retaining them. The structural and cultural change, once implemented, will lead
to better consultation among institutional staff to support international students and an
institutional structure conducive to supporting the continuous influx of international students.
This will create the flexibility necessary for the institution to support international students.
Ultimately, a new organization chart will be necessary to account for the structural change, as it
will introduce a new office, restructure current offices, reassign current personnel, and hire new
personnel. As seen in Appendix A, Organization X will need to hire a vice president of student
affairs, manager of the international student office, immigration consultant(s), and international
community advisors. It will also need to shift the director of student services, international
student advisors, and international program advisors from their current roles within the
organizational structure to support international students.
In Chapter 2, solutions to address the high rate of first-year international student attrition
within Organization X were also outlined. Given the organizational strategy to leverage
international students to drive organization market value, it is imperative that Organization X
adopt the proposed changes and implement the change plan presented in Appendices B and C.
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This plan will create an environment of diversity and inclusion through staff training and
development and a student-centered approach to international student needs. In doing so,
Organization X will be able to transition to a context where international students will be
supported.
Goals of the Organization Improvement Plan
Goals of the OIP are outlined in Figure 6 and highlights a high-level overview of what
Organization X is seeking to achieve through the implementation of the components of the
chosen solution in Chapter 2. The first phase of the change implementation plan is developing a
student-centered approach, which includes three goals: creating an international student office;
re-envisioning orientation; and creating a student advisory committee. The second phase of the
change implementation plan is staff training and development, which has two main goals:
international student support and diversity and inclusion. Both phases of the implementation plan
will be implemented simultaneously.
Figure 6 highlights the short, medium, and long-term expectations or outcomes to
Organization X through implementation of the chosen solution. Short-term goals are estimated to
be realized within six months after implementation; medium-term goals are estimated to be
realized within the first two years after implementation; and long-term goals are estimated to be
realized between two and five years after implementation. The measurement of each goal will be
collaboratively determined by the task force and other internal stakeholders to ensure that they
are reasonable but also ambitious. As a leader employing connective, situational, and team
leadership approaches at various point throughout change implementation, my success in using
these approaches will directly impact the achievement of the goals listed in the Figure 6.
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Figure 6
Organization Improvement Plan Goals

Short-Term
Goals

MediumTerm Goals

Long-Term
Goals

•Within the first quarter after implementation, increase staff ability to deliver current
supports for international students.
•Identify and support the current needs of the most vulnerable international students.
•Begin including lower-level staff into the decision-making process.

•Within the first year after implementation, increase international student satisfaction
of international student supports by 25%.
•Within the first two years after implementation, Organization X, through its structural
change, will be able to adequately support 50% of its international student population.
•Within the first two years, reduce first-year international student attrition by 5%.
•Within the first year after implementation, Organization X, through its cultural change,
will be able to integrate lower-level emoloyee into decision-making positions.

•Within 2-5 years, the cultural change will allow for trainied and developed staff to
adequately support all international students, leading to a reduction in first-year
internation student attrition by 5% -10%.
•Within 2-5 years, the cultural change will allow for diversity and inclusion at a level
where it has a monumental impact on decision-making to support all international
students.
•Within 2-5 years, the structural change will allow for support services and personnel
to adequately support all international students.
•Continuous reduction of international student attrition to be in line with at least
normal levels of post-secondary attrition.

Organization X’s short, medium, and long-term goals outline the institution’s plans to
successfully address the issues surrounding first-year international student attrition through the
implementation of the chosen solution.
Implementation Timeline
Kotter’s change model provides a step-by-step process for creating major change. This
implementation plan has both a planning phase and an implementation phase. The planning
phase will allow for the change team to strategically plan the activities required to achieve the
desired goals. The implementation phase will be used to put the plan into effect. A timeline for
planning and implementation is found in Appendices B and C and will occur simultaneously.
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In the planning phase for Appendices B and C, Organization X will begin creating
urgency for the change and has a guiding coalition in place in the president’s task force. Once
this has been achieved, the task force, in conjunction with other stakeholder groups will
collaboratively discuss goalsetting, which will be used to develop the vision and strategy. Once
the vision and strategy are created, they will be communicated to all stakeholders within the
organization.
Appendix B outlines Organization X’s work to procure and implement services,
restructure offices, and hire staff to create the changes to support international students. This is in
keeping with the functionalist perspectives of solidarity and division of labour because the
support of international students will become the duty of not only those specifically tasked with
their satisfaction, but also the entire organization to achieve stability. It also includes reimagining and recreating orientation and forming a student advocacy committee. Creating the
structural changes necessary to transform Organization X into a student-centered institution will
take approximately one year of planning and implementation to ensure that international students
are supported given their varying needs. The implementation plan highlights a step-by-step
process, outlined in quarters, for enacting change within the organization, starting with the
president’s town hall to establish urgency within the organization to ultimately implementing an
international student office, orientation, and a student advocacy committee.The implementation
plan is also tied to Kotter’s model, the PDSA cycle, and monitoring and evaluation.
As presented in Chapter 2 of this OIP, staff training and development is part of the
solution to addressing first-year international student attrition. Appendix C outlines an
implementation plan to achieving the solution, which will increase diversity in the decisionmaking process and the ability for stakeholders to support international students. Staff training
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and development will be planned and implemented over a six-month period; however, since
cultural change can take a long time to be realized, the timelines for developing a studentcentered approach and staff training and development complement each other. It is the strategy
to achieve an improvement in the culture of the organization at the time when the studentcentered approach is implemented. Therefore, staff training and development, which is
established to influence a culture change within Organization X will be planned and
implemented between October 2021 and March 2022, and the student-centered approach will be
planned and implemented between October 2021 and September 2022. This will give employees
six months of training and development aimed at beginning to create the cultural change
necessary to support international students before the final stage of the student-centered approach
is achieved, which is to officially open the international student office to support the needs of the
growing international student population.
While staff training and development is ongoing, the six additional months for staff to
hone the skills developed during staff training, which is prior to the opening of the international
student office, is critical for incremental cultural change to support international students. After
both cultural and structural changes have been implemented, Organization X will turn its
attention to its short, medium, and long-term goals such that short-term goals, which are
estimated to be achieved within six months after implementation, will be realized a year after
staff training and development has been implemented and six months after the international
student office is established. This ensures a longer period for cultural change to take place.
Short-term goals are not overly complex and are achievable given the timeframe. Medium and
long-term goals will take a more sustained effort and have a longer time to be realized at two
years and two to five years, respectively. This solidifies that goals can be achieved within the
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stated timeframes. Ultimately, implementation needs to be within a year as there is significant
urgency to support international students to reduce attrition.
As a leader employing connective, situational, and team leadership approaches
throughout the implementation plan, I will ensure that stakeholders work together and act
ethically while empowering employees along the way as the change process progresses. Where
staff members need assistance, I will use the situational leadership approach to support them
throughout the process. For employees who can own their responsibilities, I will empower them
to act and remove barriers that may hinder their progress. Ths will create a more functional
environment for the organization and its international students.
Stakeholder Reactions
Stakeholder input is vital to the success of this change initiative. In organizations, some
stakeholders are more predisposed to change than others, which will impact how they react to
change. Deszca et al. (2020) state that “people who have a low tolerance for turbulence and
ambiguity tend to be more comfortable in stable environments” (p. 245), while those with a high
tolerance can manage turbulence and ambiguity in the change process. For Organization X, most
of the institutional diversity is located at lower-level positions within the organization and this
diversity may assist in understanding international students’ diverse needs to better support them.
Given the angst and uncertainty that change brings, there needs to be clear
communication on how the change process will impact stakeholders, and their concerns need to
be addressed. This change communication needs to be two-way (Kotter, 2012). When people
experience uncertainty, they are more likely to seek additional information to reduce this
uncertainty (van Vuuren et al., 2008). Without two-way communication, lower-level employees
are likely to resist change, thereby creating an additional barrier to success. In some cases,

78
previous experiences with change initiatives and interactions with coworkers also influence
stakeholder reactions (Deszca et al., 2020). Prior to implementing any change initiative, a diverse
group of stakeholders will be identified, which will include employees and students. During
planning and implementation, stakeholder reactions to the change initiatives will be collected,
assessed, and addressed through formal and informal means, including meetings, emails, and
surveys. These will be discussed in greater detail in the monitoring and evaluation section.
Key Change Agents
Change agents are key individuals who proactively influence the development and
implementation of new organizational practices (Christian et al., 2021). Choosing the right
change agents to create a student-centered approach will involve understanding the roles and
responsibilities of current offices, the needs of international students, and the goals of the change
initiative. Acknowledging this vulnerability, Organization X’s change agents must have a
significant understanding of the need for and implementation of the change so when challenges
arise, they can be prepared to meet them (van Vuuren et al., 2008). Change agents must also
work together with a variety of other stakeholders across the organization to ensure the success
of the change initiative. The President’s Task Force members will be the main change agents,
and they are chosen based on their positional power, commitment to improvement,
communication and interpersonal skills, experience, intelligence, and ability to positively
influence and implement the change process (Kotter, 2012).
During the creation of the student-centered approach, change agents will adjust based on
the growing needs of students, thereby creating an iterative process where changes are approved
and subsequently revised. During planning and implementation, the task force and other chosen
change agents will be in charge of this iterative process; however, once the process is complete,
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student services will be responsible for any adjustments necessary to ensure that the institution
continues to support its international students. Change agent success and effectiveness will
ultimately be based on the situation to be addressed and the actions that are employed (Gaubatz
& Ensminger, 2017).
Supports and Resources
To ensure the success of the chosen solutions, supports and resources must be adequate.
Significant human and financial capital will be needed to hire new employees, train employees,
procure new resources, and shift existing resources across departments without destabilizing the
organization in other ways. The international student office will require, at a minimum, human
and financial capital to promote and facilitate the new international student-specific resources
needed.
Orientation has been and continues to be a time-consuming endeavour, but one that has
been beneficial to all students. Creating an online orientation will require technological resources
that will be engaging, given the integration of videos and graphics, and regularly updated
information that keeps pace with changes in immigration policies. This orientation will address
all pre-arrival information and some on-arrival issues necessary for international students.
On-campus orientations will require enormous human capital to provide the personal
touch necessary to ensure students feel welcome and supported within the school community.
There will be representation from each student-facing department, and the orientations will
provide information on where resources can be found to address students’ needs. For
international students, most of these resources will be accessed within the international student
office.
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Limitations, Implementation Issues, and Resolutions
There are several possible challenges that can impact the change process. One such
challenge is organizational finances. It has already been stated that COVID-19 has had a
negative financial impact on the operations of the institution. Without being able to forecast
when operations will recover to their previous financial level, limited finances would have an
impact on the types of services, hiring, restructuring, and training that may be afforded by
Organization X. The solutions presented are resource intensive so finances will be a critical
component to success, but the organization is currently positioned to address it.
Another possible challenge may be changing priorities for Organization X. The postsecondary environment is fluid, leading to frequent changes in institutional priorities. These
changing priorities may lead to a shift in the timeline of the implementation plan. Ultimately, to
adequately support international students, organizational strategy needs to align with the
structural and cultural changes proposed, and these changes need to be of the highest priority.
Even with a good implementation plan, it is possible that issues may still arise. The process for
planning and implementation is iterative and, therefore, subject to adjustments as issues arise and
are resolved. For example, the implementation plan considers time needed to make additional
changes because of stakeholder consultation. These issues will be addressed through meetings of
the task force to ensure that the implementation plan stays on track. Ultimately, change process
monitoring and evaluation will be necessary to ensure the success of the change process through
its ability to assess the performance of each stage of the project, realize milestones and
objectives, and allow the institution to adjust when issues arise.
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Change Process Monitoring and Evaluation
According to Markiewicz and Patrick (2016), “monitoring and evaluation frameworks
represent an overarching plan for undertaking monitoring and evaluation functions for the life of
a program and includes a step-by-step guide to its operationalization and application over time”
(p.2). Monitoring and evaluation of the change process will be vital to the success of the change
initiative and should be conducted throughout the project lifecycle (Gorgens & Kusek, 2009).
The chosen solution will create the structural and cultural changes needed in Organization X to
support the growing number of international students who enroll in its on-campus programs;
however, “the process of learning becomes ever more complex, as more stakeholders within all
kinds of institutions become involved in monitoring and evaluation” (Estrella et al., 2000, p. 1).
This must be carefully addressed by Organization X, as several groups of stakeholders will be
engaged in the monitoring and evaluation of the change process. Ultimately, what is measured
will depend on stakeholder perspectives and interests (Estrella et al., 2000). Monitoring and
evaluation tools can address a range of purposes, including results, management, accountability,
learning, program improvement, and decision-making (Markiewicz & Patrick, 2016). For
Organization X, achieving the cultural and structural changes necessary to increase first-year
international student retention will require systematic monitoring and evaluation. Appendices B
and C connect the PDSA model to proposed tools and measures that will be used to track change,
gauge progress, and assess change.
Monitoring Change
Monitoring organizational performance requires a keen eye for the important factors
driving the change initiative (Kissinger, 2015). When monitoring change, an organization
“focuses on both what is being done in a program and how it is being done, serving as a means to

82
identify any corrective action that is necessary” (Markiewicz & Patrick, 2016, p. 12). The
president’s task force has the important role of monitoring, tracking, and gauging the success of
the change initiatives; however, stakeholders will be part of the process and provide input on
how success will be measured. Regular feedback through monitoring and evaluation from
stakeholders will help to keep the change initiatives on track and reduce the likelihood that an
unsuccessful initiative will cause the change process to fail. As continuous monitoring and
evaluation takes place to ensure implementation success, Organization X must “identify
additional actions and activities to address concerns, pace, communication, and unanticipated
effects that can be shaped to support plan implementation, organizational change, and
organizational learning” (Antheil, 2011, p. 31). In short, all monitoring and evaluation methods
must complement each other.
Formative and Summative Evaluations
Formative evaluation forms the basis for evaluation, also known as the baseline, and is
undertaken during the development or implementation of a program with the aim of providing
feedback to program staff so that they are able to make any necessary adjustments (Markiewicz
& Patrick, 2016). Formative evaluation will be part of Organization X’s monitoring and
evaluation.
Summative evaluation is usually completed at the end of a program to establish how
project results compare to the project baseline (Markiewicz & Patrick, 2016). This evaluation
generally informs stakeholders on the success of a project and will also be used as part of
Organization X’s monitoring and evaluation of the change process. In some instances, formative
and summative evaluations may be clearly differentiated in others, they may be combined
(Markiewicz & Patrick, 2016). For this OIP, formative and summative evaluations will be
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combined. Table 3 below outlines the types of monitoring and evaluation methods to be
employed by Organization X and the frequency with which the methods will be used.
Table 3
Monitoring and Evaluation Methods and Frequency
Types of Monitoring and
Evaluation
Participatory Monitoring and
Evaluation (PM&E)
International Student Exit
Interview (ISEI)
Employee Survey (ES)
Observations
Survey Regimen (SR)
Committee Meetings Minutes
Audit (CMMA)

Primary Use
Frequency
(Monitoring/Evaluation/Both)
Both
Twice per quarter (every 6
weeks)
Both
Quarterly, from any student
who drops out.
Evaluation
Once per year for
evaluation.
Both
At least once per quarter
Evaluation
As prescribed by each
survey
Monitoring
Once per quarter

It is important to note that the international student exit interviews will occur quarterly;
however, given that students may drop out at varying points within a term, interviews will occur
when an international student has requested to be withdrawn from a program. This makes it
difficult to predict the overall frequency of interviews.
Current Tools and Measures for Monitoring and Evaluating Progress
Organization X currently monitors and evaluates progress through internal reporting
mechanisms where stakeholders provide updates on the progress of initiatives. This includes the
use of surveys, meetings, and progress reports. The organization also surveys its students using a
survey regimen.
Survey Regimen (SR)
The institution’s survey regimen consists of a first-term student experience survey, a new
student survey, and a student satisfaction survey, which are administered to students at varying
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points of their educational journey and provide valuable information for institutional leaders on
the types of needs and supports for and satisfaction of students as they move throughout their
program. The survey regimen also consists of two graduate student surveys. The survey regimen
monitors progress of various services implemented and evaluates those services and their
impacts on student success. Surveys contained in the regimen are created in consultation with
leaders across the institution and will form part of Organization X’s summative evaluation.
The New Student Survey targets students who are in the sixth week of their first term of
study to understand who they are and why they chose the program. It further asks for input on
the admissions and enrollment process. The First-Term Student Experience Survey targets
students who are in the fourth week of their second term of study to understand their experiences
in their first term of study at the institution including, but not limited to, orientation, education
technologies, and the process for making payments. The Student Satisfaction Survey is directed
to students who are in their fourth term and gauges their satisfaction with their program and
institutional supports. This survey is administered once a year in the fall. The Graduate Surveys
are administered to all graduates who are at least six-months and five years, respectively, out of
their program. These surveys ask graduates about the outcomes associated with their program of
study. The survey regimen will be used primarily as an evaluation tool by gathering information
on international student satisfaction with processes and supports implemented to address firstyear international student attrition. It will also be used to illuminate some of the causes of
attrition.
Proposed Tools and Measures for Monitoring and Evaluating Progress
Organizations can only respond to milestones and objectives that they are designed to
monitor; therefore, they must have methods for detecting, monitoring, and evaluating those

85
milestones or objectives (Birnbaum, 1988). The current tools used to monitor and evaluate
progress will form part of Organization X’s proposed monitoring and evaluation plan; however,
they are not adequate for the change process to be undertaken. With the realization that the
change will be both structural and cultural, there will be several tracking and evaluation tools
used to gauge the progress of each type of change. The following tools will be used to monitor
and stabilize the implementation process to act as a feedback mechanism to improve overall
performance during the change process (Visser et al., 2020).
Participatory Monitoring and Evaluation (PM&E)
As a leader employing the connective and team leadership approaches, I value the
collaboration and contributions of other members of the team. With participatory monitoring and
evaluation, Organization X will empower stakeholders to be accountable, lead, and take
corrective action when necessary. Instead of relying on a few senior leaders within the
organization to make all decisions regarding monitoring and evaluation, which is a major reason
for the cultural change, Organization X will focus on participatory monitoring and evaluation
approaches, including face-to-face meetings, to encourage stakeholder engagement in the change
process. This will improve reliability of information and improve the likelihood for the change
process to be successful (Matsiliza, 2012). By engaging stakeholders more deliberately
throughout the change process, Organization X will gain valuable input to help with problemsolving. Additionally, PM&E evaluates the impact of changes on the desired outcomes
(Matsiliza, 2012).
While participatory methods limit reliance on individual views in favour of collective
data, there are also a few challenges in using PM&E approaches, including the levels of required
knowledge and skill among evaluators, resources involved in implementing participatory
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practice, lack of familiarity or comfort with participatory methods, and resistance among
stakeholders (Markiewicz & Patrick, 2016). These challenges will be resolved by choosing a
diverse group of stakeholders with the requisite level of knowledge and skills and addressing
resistance when identified. This includes the task force, faculty, staff, and students.
After including campus stakeholders in monitoring and evaluation of the change process,
Organization X must identify sources of information that will guide ongoing implementation
activities to optimize success (Antheil, 2011). “These might include communication sources and
formats, level of campus understanding and buy-in, constraints (real or perceived), and the
degree to which individuals within the institution are participating in and assimilating change.”
(Antheil, 2011, p. 30). PM&E allows stakeholders to identify their own indicators of success,
and those indicators are used to create organizational indicators, instead of having predetermined
indicators of success created by only a few senior leaders within the organization. Ultimately,
PM&E will be a primary monitoring tool at every scheduled meeting of the stakeholder groups,
which will occur every six weeks. Task force members will monitor through questions geared to
understanding how the change process is progressing.
International Student Exit Interviews (ISEI)
To understand the issues surrounding international student departure from the
educational environment, exit interviews will be conducted as part of the institution’s formative
and summative evaluation process. Although the institution is proactive with identifying and
providing some support for students at risk of dropping out, it has not been enough to reduce
first-year international student attrition. As a result of the exit interviews, both qualitative and
quantitative data will be generated to refine the implementation plan. To adequately understand
the reason for drop out, the director of student success will meet with students who have
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requested to withdraw from a program and conduct an exit interview. The responses to questions
posed will be used to create new strategies, monitor and evaluate the progress of the institution’s
goals, and refine its implementation plan. Information gathered from exit interviews will also be
used to inform the procurement of other support services that will help reduce further drop out.
Employee Surveys (ES)
As a primary evaluation mechanism, employee surveys will be used to assess whether
the cultural and structural changes within the organization are achieving their stated goals. These
surveys will also assess staff readiness, inclusion in organizational decision-making processes,
and effectiveness of the change implementation. Employee surveys will be deployed once per
year for evaluation.
Committee Meeting Minutes Audits (CMMA)
As a primary monitoring tool within the change process, committee meeting minutes will
be audited at the end of each quarter. Meetings with stakeholder groups will not only uncover
new ways of supporting international students but will also monitor how the change process is
going, including when milestones are reached and issues arise. As a leader employing a
situational leadership approach, I will be able to assist by supporting, coaching, directing, or
delegating throughout the change initiative (Hersey & Blanchard, 1982).
Observations
Observations will be used as a primary monitoring tool throughout planning and
implementation to ensure that the change process remains on track. It will be employed at least
once every quarter and will play a vital role in the latter part of the implementation stage of the
student-centered approach, which will be to finalize the international student office. Table 4
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below shows the types of monitoring and evaluation that will be administered by Organization X
to ensure that goals are achieved.
Table 4
Monitoring and Evaluating Mapped to Components of the Solution
Components

Creating an
International
Student Office

Type of
Monitoring and
Evaluation
PM&E, ISEI, ES,
SR, CMMA,
Observations

Re-evaluating
Orientation

PM&E, ISEI, ES,
SR, CMMA,
Observations

Creating a Student
Advocacy
Committee

PM&E, SR,
CMMA,
Observations

Staff Training &
Development

PM&E, ES,
CMMA,
Observations

Potential Evaluation Questions

What support services are effective? What additional
supports are necessary? To what extent was the
international student office design suitable to addressing
the needs of international students?
What information is being conveyed by the orientations?
What information is important and missing? To what
extent was the orientation design suitable to addressing
the needs of international students?
Is the committee representative of the student body? Is
the committee representing students’ needs? Is the
committee effective? What can be done to make the
committee more effective?
Is the institution becoming more inclusive? Is the
institution listening to and addressing staff concerns? Do
staff feel that they are a vital part of the institution? Do
staff feel a sense of devotion to the institution?

According to Markiewicz & Patrick (2016), “the alignment of both monitoring and
evaluation practices is strengthened by the common focus on answering evaluation questions”
(p.18). Evaluation questions will be collaboratively agreed upon early in the stakeholder
consultation process through participatory monitoring and evaluation.
The participatory monitoring and evaluation method will be employed across all goals, as
stakeholder input is vital to creating milestones, objectives, and ultimately monitoring and
evaluating the change process. Observations will also be used as a primary monitoring method to
ensure that stakeholder groups are being created, supports are being added, staff are being hired,
and resources are being aligned. As a leader employing team, situational, and connective
leadership approaches, I am cognizant that understanding issues as they arise during monitoring
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and evaluation will take a collaborative approach while also ensuring that the situation dictates
the response. In alignment with the team, situational and connective leadership approaches,
which will foster high performance expectations, teamwork, and diversity, monitoring and
evaluation will be collaboratively planned with various stakeholders outlined in the OIP. After
all, “approaches to monitoring and evaluation are expected to be readily comprehensible and
promote the active participation of a broad range of stakeholders” (Markiewicz & Patrick, 2016,
p. 4). For Organization X to be successful in the change process, it must have a solid plan to
communicate the need for change and the change process.
Plan to Communicate the Need for Change and the Change Process
Communication plays an important role in organizational change because the success of
the change effort is directly tied to how well changes are communicated to employees
(Washington, 2015). Accorrding to Richardson & Keith (1996), inaccurate and negative rumours
are the most commonly cited reasons for the failure of a change initiative. To combat this,
Organization X must ensure that the reason for change is clear to stakeholders to minimize
misinformation, mobilize support, and sustain enthusiasm and commitment (Deszca et al., 2020).
According to Beatty (2015), “just because change leaders are thoroughly familiar with the why,
what, and how of a change initiative, they should not assume that everyone else knows about it”
(p. 1). Therefore, the message for change needs to be ongoing and continuous, while utilizing a
variety of mediums to enhance the likelihood for success in both current and future change
activities (Massey & Williams, 2006). As a leader employing situational, connective and team
leadership approaches, continuous communication and consistent messaging are necessary to
ensure a successful change process. Situational leaders ensure that employees are assisted
throughout the process while adapting to changing situations; team leaders ensure that members
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of the organization work together for the success of the change initiative; and connective leaders
value diversity in the change process and create a harmonious environment where diverse
backgrounds and talents can thrive, leading to successful change. Each leadership approach will
require a specific type of communication to stakeholders to advance the change initiative, and
approaches will be chosen based on needs to be addressed.
To communicate the need for change and the change process, Organization X will
employ three phases of communication: plan for building awareness of the need for change; plan
for communicating the change vision and path of change; and plan for communicating wins,
milestones, and the change process.
Building Awareness of the Need for Change
According to Deszca et al. (2020), “when communicating awareness of the need for
change, communication programs need to explain the issues and provide clear, compelling
rationale for the change” (p. 350). Without urgency for the change, the change is likely to fail
since organizations have competing priorities that require time, effort, and resources (Krishnan,
2018). For Organization X, the urgency must come from the top. First, the president will begin
the communication process through face-to-face communication with senior leaders and the task
force members, highlighting the need for the change and explaining risks to the organization if
the change is not implemented. Once dialogue has occurred and the message has been delivered
to the leaders within the organization, next level managers will be tasked with sharing the
message with their staff, including fielding any questions regarding uncertainty and help to build
awareness of the need for change within the organization. Once leaders and managers have met
with their staff and have begun building awareness of the need for change, Organization X will
set up a town hall in the first quarter of change implementation to allow the president to address
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staff and respond to any questions or concerns. The President’s Townhall will be the primary
vehicle to kickstart building awareness of the need for change within the organization and will be
framed around three specific scenarios: financial impact of the change; ministry involvement in
the change; and ethical responsibility to support students.
Financial Impact of the Change
International students provide financial capital for the institution and losing them at such
a high rate is detrimental to the stability of Organization X. If the institution is financially
compromised, this will impact all aspects of staff and student life, including provision of
resources, development of programs, hiring and retention of staff, etc. Therefore, Organization X
must change to ensure that it can function at its optimal level. This will serve as the first key
message from the president during the town hall.
Ministry Involvement in the Change
A previous ministry review highlighted that the institution had a high rate of student
attrition and that something needed to be done to better support and retain students. Given that
this is a directive from the ministry and is reviewed each year as part of our annual report, it
needs to be addressed. If the institution is unable to reduce its attrition rate, it may face stiff
penalties from the ministry including, but not limited to, removing consent for programs, limiting
approvals for new programs, placing caps on enrollment. This would severely impact the
institution’s ability to be competitive in the education market. This will serve as the second key
message from the president during the town hall.
Ethical Responsibility to Support Students
As an institution of higher learning, Organization X has an ethical responsibility to
support its students generally, but especially its international students who come to the institution
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with varying needs and are leaving the institution at an alarmingly high rate. Therefore, the
current measures, which have not been adequate in addressing international student retention,
must be changed to allow the organization to adequately support the needs of its international
student population. This will serve as the third key message from the president during the town
hall. As a leader employing a connective leadership approach, ethics is vitally important to me
and I will lead to ensure that this ethical responsibility is carried out by the institution.
Questions and Responses
Several questions by employees attending the town hall are anticipated. First, are people
likely to be furloughed if this changed is not realized? Given the difficult financial issues caused
by the pandemic, it is even more essential that the institution be adequately prepared to support
its international students once they return to campus. If we continue to have such a high attrition
rate, which will mean significant loss of money, we may be forced to temporarily lay off some
workers. However, this is what we intend to avoid by making these changes. Second, will the
ministry revoke our ability to offer programs? While the ministry has not explicitly stated the
possible consequences, it should be noted that it is within its power to do so. There are also
conditions that could be placed upon the institution that will ultimately impede the organization’s
operations, making it difficult for it to compete in the education market. Third, in the
restructuring of departments, who will be impacted? We are heading into the planning phase of
our change initiative, which will include assessing needs and current resources. Once we have
completed our assessment and have decided the teams and personnel that will be impacted, we
will let those people know. Again, it is to be emphasized that the restructuring will not have any
impact on job security.
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Key Messages
Key messages form the basis for what the institution wants to communicate to each
audience. Key messages will be coupled with “sticky messages” to ensure that communication
aids the change process and penetrates all areas of the organization (van Vuuren et al., 2008).
Sticky messages are easy to understand, tell a compelling story, and serve as a means for
different people within an organization to deliver the same message to different audiences,
thereby keeping everyone on the same page. There are several key messages that will be used
during departmental communication: First, as an institution, we have an ethical responsibility to
better support and provide appropriate resources for our international students. Second, we will
be investing in the development and training of our staff. Third, we will be restructuring the
organization to meet the needs of our international students. There will be other key messages
created as part of stakeholder consultation prior to communicating the change vision.
Additional Tools for Communicating Awareness of the Need for Change
To ensure streamlined communication to stakeholders, Organization X will also use
departmental and email communications.
Departmental Communication. After awareness of the need for change has begun
through the townhall, departmental communication through face-to-face meetings will be
undertaken between department leaders and their staff. The in-person nature of the meetings will
add a personal element to the conversations. Departments that will be heavily involved in the
change process will be given detailed information on their involvement to ensure that they are
fully on board with the change and are capable of fulfilling their duties during the change
process, both in terms of personnel and resources. All department personnel will be encouraged
to give comments or ask questions based on the communication, and the institution will be
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transparent with departments about the change process. The institution will also reduce any
possible angst associated with the unknown by assuring employees that the future state of the
organization includes them.
Email Communication. Organization X will continue its plan to build awareness of the
need for change through email communication to all stakeholders. Messages will be tailored
based on the various roles that stakeholders will play within the change process. For example,
communication to all employees will be done through storytelling aimed at explaining why the
change is important to them. Employees who will be part of the change process and are likely to
be impacted in some way will be targeted through stories aimed at appealing to “a sense of
purpose and meaning surrounding the change” (Deszca et al., 2020, p. 351). All employees will
be treated fairly throughout the change process.
To encourage bottom-up or vertical communication from internal stakeholders to the task
force, a specific email address will be created where staff can send comments, concerns,
questions, and recommendations that will be individually responded to by a member of the task
force. It is important for Organization X to not only have top-down communication, but also to
allow lower-level employees to give their input, thereby beginning the cultural transformation
within Organization X.
Communicating the Change Vision and Path of Change
After establishing a sense of urgency through the presidential townhall, departmental
communication, and email communication, it is important to ensure that the change vision and
path of change are communicated throughout the organization. Organization X will employ
website communication, email communication, and visual collateral across its campuses.
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Website Communication
Organization X will create a web page in the first quarter of change planning and
implementation that will serve to communicate the change vision and the path of change. This
web page will be designed as part of the institution’s current website with access given only to
members of the school community. The webpage will be maintained to show up-to-date
information on change planning and implementation and will be used to communicate to
stakeholders.
Email Communication
Organization X will continue its plan to communicate the change vision and path of
change through email communication to all staff. This medium of communication is important,
given that the organization operates across the country, in several time zones, and will play a
pivotal role in communicating to all stakeholders. Messages will be standard to all employees
and be based on the key messages, change path, and change vision. Open rates of email
communication will be monitored to ensure that employees are engaging with the content and
will be supplemented by visual collateral that will be strategically placed across campuses.
Visual Collateral
Within Organization X’s physical and digital spaces, the change vision will be
communicated and reinforced through visual collateral, including posters and internet pop-ups.
These visuals will serve to communicate and reinforce the change vision within the organization
and is a constant reminder of the path the institution intends to take. In communal spaces and on
each campus’ notice board, posters with key messages and the change vision will be highlighted
for employees to see. Similarly, once per quarter, whenever employees log into the institution’s
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website, learning management system, or student information system, a pop-up reminder with
key messages and the change vision will be displayed.
Communicating Wins, Milestones, and the Change Process
A milestone is a significant event in the life of the change process that gives momentum
to the change, and wins give the change effort “needed reinforcements” (Kotter, 2012, p.126).
Both milestones and wins provide the momentum necessary for the change to be successful. As
the change continues, stakeholders want to know about plans and how they will occur
(Richardson & Keith, 1996). To keep the momentum for the change, wins and milestones need to
be communicated, especially since the timeline for change planning and implementation is a oneyear process. Organization X will use quarterly updates, the operations forum, email
communication, and website communication.
Quarterly Updates/Newsletters
The Task force will provide quarterly in-person updates to department leaders on the
change initiatives so that those leaders may disseminate the information face to face with their
staff within the organization. This way, at least once every quarter, updates on milestones and
objectives will be communicated to leaders within the organization to keep the momentum for
the change. The task force will also create and distribute a newsletter which highlights the
milestones and objectives to be met and their status. For example, throughout planning and
implementation there are various activities that occur per quarter. At the end of each quarter, the
task force will create and release an update to stakeholders to inform them of where the
institution is in the change process, when wins or milestones have been reached, and what is to
come in the process.
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Operations Forum
The institution’s Operations Forum provides a way for leaders of departments to share
operation-specific initiatives with other departments. This is an important space where updates
on the change initiatives, including wins and milestones, will be presented by the task force and
members will be expected to share these updates with their departments/teams. For example,
once additional resources for international students have been procured, the task force will report
on the type of service and the specific issue it will help to address. This information, in turn, will
be mobilized through departments.
Email Communication
The task force will create an email template for communicating wins and milestones so
that staff are made aware of change progress. This will be important for driving the change
process as the planning and implementation plan timeline is 12 months long, which can become
a drain on employee enthusiasm if they believe the change process is taking too long for change
to be realized.
Website Communication
Organization X‘s webpage will not only serve to communicate the change vision and
path, but will also be maintained to show up-to-date information on change planning and
implementation, including when milestones, objectives, and/or wins are reached and when
employees are rewarded for their role within the change process. Employees will have access to
the web page, which will be designed as a progress report for the organization where employees
can consistently get the most up-to-date information available on the change process. Once staff
have been hired, restructuring has occurred, the international student office has been opened, and
other milestones have been reached, Organization X will communicate to external stakeholders
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on its public website. This external communication will be a major win for the organization as it
informs stakeholders on its progress towards supporting international students. Table 5 highlights
the type of communication, frequency, and quarter that the communication will take place, and
indicates the purpose for the communication.
Table 5
Channels to Communicate the Need for Change and Change Process
Types of Communication
President’s Townhall
Department
Communication
Quarterly
Updates*/Newsletters

Frequency
Once
Once

Quarter
Q1
Q1

Purpose
Create awareness.
Create awareness.

Twice per year

Q1, Q3,

Operations Forum

Twice per year

Q2, Q4,

Email Communication

At least once every
quarter

Q1, Q2, Q3, Q4,

Website Communication

Once per month

Created in Q1

Visual Collateral

As needed

Implemented in Q2

Communicate
wins, milestones &
change process.
Communicate
wins, milestones &
change process.
Create awareness.
Communicate the
change vision and
path.
Communicate
wins, milestones &
change process.
Communicate the
change vision and
path.
Communicate
wins, milestones &
change process.
Communicate the
change vision and
path

*In lieu of a quarterly update in Q2 and Q4, the Operations Forum will provide a chance for
updates to be made to managers within the organization.
Table 5 represents the efforts of Organization X to streamline its communication so that
pertinent information is being disseminated at the most optimal times throughout the change
process, but also to ensure that stakeholders are not being inundated with information, thereby
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causing information fatigue. The townhall, departmental communication, and email
communication begins the communication process to build awareness of the need for change.
Once the organization has developed a change vision and is ready to communicate it,
Organization X will use visuals, website, and email communication to communicate the change
vision and change path. These channels will be later supplemented by quarterly updates and the
operations forum, which will provide momentum for the change through its communication of
wins and milestones.
Ultimately, all communication mediums will provide necessary communication on the
need for change, communication of the change vision, and communicating wins, milestones, and
the change process without overcommunicating. Given the nature of the private for-profit
educational landscape, Organization X will not use external communication until significant
wins have been achieved including, but not limited to, hiring of staff for the international student
office and procurement of support services.
Next Steps and Future Considerations
Once the change plan has been implemented, Organization X will continue to evaluate
the change to ensure that it accomplishes the stated goals and adjust when necessary so that the
structural and cultural changes continue to address first-year international student attrition to
realize the desired future state.
The coronavirus pandemic continues to be a challenge for Organization X financially.
This financial challenge, if unmitigated, may make it difficult for Organization X to procure
needed resources to fulfill the chosen solution. The change implementation plan is created on a
timeline that is workable given current resources and opportunities; however, the financial

100
impacts over the long term, coupled with the resource intensive nature of the plan, may create a
delay in the planning and implementation schedule.
Once Canada has lifted travel restrictions, it is anticipated that international students will
return in large numbers. Once Organization X is ready for the change, begins planning and
implementation, and ultimately completes the change process, the new structure and culture that
has been implemented will now be able to support the myriad of international students’ issues,
thus leading to increased retention of Organization X’s first-year international students. Given
that all students are currently online and not physically present on campus, this is the opportune
time for Organization X to plan and implement the structural and cultural changes necessary so
that once international students return to the classroom, they will have the supports they need.
Though Solution 2, Creating a Selective Admissions Process, was not chosen as a
possible solution for this OIP, it may be a future consideration to ensure that Organization X is
able to enroll better prepared students to its programs. This may aid in the retention of first-year
international students when added to the other solutions to combat attrition.
Finally, students at Organization X want to be successful in their studies as they progress
towards graduation. Similarly, Organization X wants its students to graduate and move on to be
productive members of society. Ultimately, addressing students’ needs are paramount to their
success and Organization X must do the required research and put forth the required resources
and effort to ensure that both the institution and its students are successful.
Chapter 3 Summary
Chapter 3 outlined the change implementation plan for Organization X, including
connecting the plan to Kotter’s model and the PDSA Cycle. Monitoring and evaluation tools
were introduced to ensure continuous monitoring of the change plan during planning and
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implementation and evaluation after implementation. A communication plan was introduced to
communicate the need for change and the change process, and next steps and future
considerations were outlined for contemplation.
OIP Conclusion
As a private post-secondary institution, Organization X must be competitive in the
educational marketplace. This includes being able to retain students who enroll in its programs.
International students make up a large portion of students who enroll at the institution, and they
are leaving at a high rate within the first year. To retain these students, Organization X must
invest in supports to address the varying needs of the students who enroll at the institution. This
investment will include undergoing structural and cultural changes necessary to create an
environment where international students can be supported. However, before Organization X can
adequately begin the change process, it needs to be ready to embark upon change. In Chapter 2
of this OIP, it was concluded that while the organization is readying itself to embark on major
change, it still has some work to do.
Chapter 2 of the OIP also introduced a potential solution to the challenge of addressing
first-year international student attrition. This solution includes the creation of a student-centered
approach, which entails an international student office, re-envisioning orientation, and creating a
student advocacy committee. Through the international student office, international students will
have a one-stop-shop where all supports can be accessed; orientations provide information to
help students navigate their new surroundings and make peer connections; and the student
advocacy committee advocates on behalf of the student body for the betterment of students. Staff
training and development is also part of the chosen solution and will create a culture change

102
conducive to increasing diversity in the decision-making process and increasing the skills of staff
who support international students.
Even with an approach of how to address international student attrition, Organization X
needs an implementation plan. Chapter 3 introduced change implementation in a way that
ensured monitoring and evaluation throughout implementation, and a plan to communicate the
need for change and the change process. Woven throughout all three chapters of the OIP is the
theoretical framework, functionalism, and the leadership approaches: situational, connective, and
team, which serve to situate the literature in theory and provide a lens through which to view the
OIP. Though retention of students continues to be a problem for post-secondary institutions
generally, by concentrating on supporting the specific needs of international students,
Organization X will be successful in reducing its first-year international student attrition.
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Appendix B – Student-Centered Approach
Table B1
Phase 1: Planning Phase
Timeline

Priorities

Strategy/Tactic

Q1 OctDec 2021

Host
President’s
town hall

Begin to create
urgency

Communication Face-to-face
communication
within
departments,
email, website.
Create
Guiding
President’s task coalition which
force
is already
partially in
place
Create and have Meet every six
goalsetting
weeks with
meeting with
stakeholders
stakeholder
groups
Task force
meetings to
develop vision
and strategy

Communicate
the change
vision

Create the
vision and
strategy. Biweekly meeting
of the task
force.
Articulate the
change vision
to members of
the organization
through
communication
plan.

Kotter’s
PDSA Monitoring
Model
Cycle
Establishing a Plan
Observation - to
sense of
ensure that
urgency
adequate
information is
disseminated.
Establishing a Plan
Observations to
sense of
used ensure that
urgency
adequate
information is
disseminated.
Create a
Plan
Guiding coalition
Guiding
is finalized
Coalition

Developing a
vision and
strategy

Plan

Developing a
vision and
strategy

Plan

Communicate Do
the change
vision

Stakeholder
groups are
formed, and goals
are set. Meeting
minutes are
audited.(CMMA)
Task force
meeting minutes
are audited.
(CMMA)

PM&E through
questions in
meetings to
determine that the
change vision has
been
communicated.
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Table B2
Phase 2: Implementation Phase
Timeline
(Quarters)
Q2 JanMar 2022

Priority
Assess &
evaluate support
services with
stakeholder
group
Meeting of task
force to discuss
the creation of
the international
student office &
advocacy
committee,
including
restructuring,
hiring, etc.
Discuss
orientation,
including
technological
needs, human
capital, etc. and
begin recreating
orientation.
Stakeholder
meeting on the
international
student office,
advocacy
committee, and
orientation

Remove barriers
to employee
empowerment

Kotter’s
Model
Assess &
Empowering
evaluate services employees
to finalize
for broadsupports.
based action.

PDSA Monitoring
Do

PM&E through
questions in
meetings to
assess

Leverage
stakeholder
input to remove
barriers to
implementation.

Empowering
employees
for broadbased action.

Do

Audit task force
meeting
minutes
(CMMA)

Empower
stakeholders to
continue to be
part of the
process. Identify
behaviours,
attitudes, and
skills that
stakeholders
need for the
desired change
Employees
understand the
vision and are
genuinely part of
the process.
Ensure new

Empowering
employees
for broadbased action

Do

Audit task force
meeting
minutes
(CMMA)

Empowering
employees
for broadbased action

Do

PM&E through
questions to
find out where
barriers exist
and how to
remove them.

Strategy /Tactic
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Timeline
(Quarters)

Priority

Identify change
resisters and
address them

Create advocacy
Committee

Q3 -AprilJune 2022

Finalize
orientation for
final approval.
Revise
orientation, if
necessary (small
win)
Select space for
new
international
office (small
win)
Begin procuring
and adding
services (small
win)
Recognize and
reward change
drivers/agents

Task force
meetings to
analyse wins,
review
incremental
changes and
improve
implementation

Kotter’s
Model

PDSA Monitoring

Empowering
employees
for broadbased action

Do

Send invitations
to a diverse
group of
students.
Leverage
stakeholder
input to finalize
orientation

Empowering
employees
for broadbased action
Generating
short-term
wins

Do

Do

Observations to
ensure that
approved
content is used.

Leverage
stakeholder
input to select an
appropriate
location.
Begin building
the international
office

Generating
short-term
wins

Do

Observations

Generating
short-term
wins

Do

Observations

Recognize and
reward without
halting the
urgency

Generating
short-term
wins

Study

Analyze and
Generate
adjust to
short-term
improve process. wins
If process work
well, keep
change.

Study

Observations to
see what is
working well,
what is not and
make changes.
Audit task force
meeting
minutes
(CMMA)

Strategy /Tactic
vision aligns
with
organization
Remove barriers
to change

PM&E through
questions in
meetings to
identify change
resisters and
address them.
Observations
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Timeline
(Quarters)
Q4 – JulySept 2022

Priority

Strategy /Tactic

Present new
orientations to
new students

Relentlessly use
small successes
to renew
urgency

Kotter’s
PDSA Monitoring
Model
Consolidating Act
PM&E through
gains and
questions in
producing
meetings to
more change
ensure that
orientations
have been
presented/
Observations of
orientation
being presented
to students.

Hire new staff
for international
student office

Relentlessly use
small successes
to renew
urgency

Consolidating Act
gains and
producing
more change

Re-organize
current offices to
aid in the
structural change
Finalize and add
support services

Sustain
acceleration

Consolidating Act
gains and
producing
more change
Consolidating Act
gains and
producing
more change

Hire new staff
for international
student office
(continued) and
onboarding
Officially open
international
student office

Sustain
acceleration

Consolidating Act
gains and
producing
more change

Implement
office

Consolidating Act
gains and
producing
more change

Sustain
acceleration

Survey students
on their opinion
of orientation
(SR)
PM&E through
questions in
meetings to find
out whether
staff have been
hired for
various
positions.
PM&E through
questions in
meetings.
PM&E through
questions in
meetings to
understand if
supports have
been acquired.
PM&E through
questions in
meetings.

PM&E through
questions in
meetings.
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Timeline
(Quarters)

Priority

Strategy /Tactic

Notify
stakeholders of
progress. Share
change success
stories. Integrate
into staff
training and
development.

Leverage
communication
plan

Kotter’s
PDSA Monitoring
Model
Anchoring
Act
Observations so
new
that the
approaches in
appropriate
the culture
communications
channels are
used
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Appendix C – Staff Training and Development
Table C
Planning and Implementation
Timeline
Q1 –
Oct-Dec
2021

Priorities
Task force
meetings to
understand the
nature of the
cultural
change
President’s
town hall

Strategy/Tactic
Leverage task
force expertise
and institutional
strategic plan

Kotter’s Model
Establishing a
sense of
urgency

PDSA Monitoring
Plan
Audit task force
meeting minutes
(CMMA)

Begin creating
urgency

Establishing a
sense of
urgency

Plan

President’s
task force and
stakeholder
meeting to
develop the
vision and
strategy
Communicate
the change
vision to
employees

Develop vision
and strategy
using stakeholder
input

Developing a
vision and
strategy

Plan

Articulate the
change vision to
members of the
organization
through
communication
plan.
Employees
understand the
vision and are
genuinely part of
the process.
Ensure new
vision aligns with
organization
Research firms
based on
reputation and
expertise.
Leverage task
force expertise

Communicating
the change
vision

Do

Observations so
that the
appropriate
communications
channels are
used.

Empowering
employees for
broad-based
action

Do

PM&E through
questions in
meetings to
identify and
remove barriers.

Empowering
employees for
broad-based
action

Do

PM&E through
questions in
meetings

Removing
barriers and
empowering
employees

Select firms to
be vetted and
begin vetting;
select firm to
deliver

Observations to
ensure that the
right messages
are being
disseminated.
Audit meeting
minutes
(CMMA)
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Timeline Priorities
training (small
win)
Q2- Jan- Task force
March
meetings to
2022
analyse wins
and adjust
Begin staff
training and
development
Notify
stakeholders.
Share change
success
stories.

Strategy/Tactic

Kotter’s Model

PDSA Monitoring

Sustain change
by analysing and
examining
change
Connect to
change vision
and strategy

Generate Shortterm wins

Study

Audit task force
meeting minutes
(CMMA)

Consolidating
gains and
producing more
change
Anchoring new
approaches in
the culture

Act

Observations of
staff training and
development

Act

Observations to
ensure that
stakeholders are
notified through
the right
communication
channels.

Leverage the new
culture

